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PREFACE 



This study has been undertaken with the support of the United States 
Office of Education as authorized by the Higher Education Act, Title Il-B, 
Library Research and Demonstration. 

Acknowledgment of advice and assistance is owed to numerous individuals 
and institutions, only a few of whom can be listed here. Helpful suggestions 
and encouragement were offered by the staff of the Washington, D.C* office 
and 10 til regional office of the United States Office of llducation, Bureau of 
Libraries and Learning Resources, The personnel of the three Mail Order 
Delivery centers operating in Washington State have been generous in time and 
information-gathering and -forwarding; this study has leaned heavily on their 
willing cooperation. The availability of computer services at the Washington 
State Department of Motor Vehicles and the assistance of Motur Vehicle per- 
sonnel (especially John Lawson, Assistant Manager, Information Systems; and 
Richard Carl, Supervisor, Computer Operations) has facilitated the computer 
simulation of various configurations of operations for statewide service, 
Hugh T. Vrooinan, Manager, Systems Analysis and Management Services, Illinois 
State Library, and consultant for this study, provided valuable technical 
assistance, especially in computer simulation procedures. Kristy L. Coomes, 
Library Specialist, Washington State Library, contributed considerable effort 
in gathering data and in control of the report's production. Other members of 
the Washington State Library staff contributed design and editorial advice to 
the study. 

Genesis of this study came from the directors of district Library systems 
of Washington State, at a meeting in August 1973. The topic of serving users 
via mail order delivery (MOD) was discussed. The experiences of the three 
centers in Washington (King-Pierce Counties, North Central Regional, and 
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Spokane County) using this device were so positive Hint other directors were 

« 

impressed to t ho point of considering the npplient ion of this technique in 

their own systems. The State Librarian, Mary mi Reynolds, suggested that the * 

ramifications of extending service to nil the state should be studied, to 

determine how the goal might he best achieved. 

The directors of the district libraries charged the investigators with 
the task of supplying information on alternative patterns for library mail 
order delivery to serve patrons throughout the state. This study was under- 
taken to evaluate present methods in the districts now offering mail order 
library services, and to provide information on which can be based decisions 
on number of centers, operational techniques, cost projections, organization 
for ongoing policy and fiscal control, and methods for periodic evaluation. 

This report is organized as follows: First, following this preface, an 
abstract is provided. Next is a short introduction, after which procedures , 
and findings are discussed. A section describing conclusions and another 

« 

listing recommendations conclude verbal description. A selected bibliography, 
exhibits, and appendices complete the report. Many readers will find the 
abstract and conclusions sufficient for their needs; others may wish to read 
the mid-portions of the report, and a durable few may wish to investigate the 
appendices which offer technical support and detail but are not necessary, for 
understanding the study and recommendations. 
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ABSTRACT 



This report describes an approach to the problem of how best to service 
the citizens of the state of Washington through delivery of library materials 
by mail, with patrons ordering from a Sears-type catalog of materials. Inves- 
tigation techniques included literature search, on-site observations, personal 
interview, statistical analysis, mathematical modeling, and computer simula- 
* tion. This report discusses these procedures and findings and also contains 
recommendations and technical appendices. 
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INTRO DU CTION 

The primary question enunciated in the district directors' meeting is 
whether nil districts will be best served by one MOD center, or by some 
larger number of centers; this project is intended to determine some para- 
meters of the most likely form that such a service system might take, provi- 
ding facts and analysis on which the directors 1 decisions con be based. The 
charge for this study does not include a cost analysis of mail order versus 
other methods of service, though some figures of this nature are included 
herein, Mail order delivery service is not seen as a substitute or competitor 
for the range of services available to a walk-in library patron; rather, on 
evidence of experience it is felt that MOD service reaches patrons who would 
otherwise be unserved. This study does not address the question of the most 
efficient way to supply materials for library users, but investigates the 
problem of the most efficient pattern of mail order delivery, to extend ser- 
vice to certain types of citizens who are now either unserved or served with 
difficulty. 

While this study was designed to offer answers to a specific problem, it 
is recognized that many assumptions not questioned demand investigation. Some 
of these are mentioned later in this report, in hope that at some future time 
the necessary funds and energy might be available. 

The initial approach to the study was made through a literature search, 
to gather information on experiences in mail order delivery elsewhere. Reports 
were gathered from mail order delivery services throughout the country, and 
from the Conference on Hooks by Mail Service, sponsored by the American Library 
Association in Las Vegas on 23 June 1973. From analysis of these reports, 



information was drawn to be compared with findings related more closely to 
Washington State, 

The three existing mail order service centers in the state of Washington 
were examined on-site. Directors and staff members were interviewed, financial 
and statistical data were collected, and subsequent telephone calls and letter?* 
elicited additional information as required. There has been no attempt to 
study the systems from the users' viewpoint, nor to assess the collections 
qualitatively, though these inquiries are recommended for subsequent action. 
The efficacy of mail order delivery service has not been questioned, since 
the charge given for the study was based on a positive desire to extend such 
service to all or most of the state. The problem addressed has been which 
organizational pattern can best achieve statewide service. 

In addition to the three on-site observations of mail order delivery cen- 
ters, the investigators interviewed a number of Washing! on Stale librarians, 
who provided helpful information and guidance. Furthermore, the Tort Vancouver 
Regional Library (Vancouver, Washington) began during the course of the study 
to offer mail service to portions of its service area. Considerable up-to- 
date information had been accumulated by the library's assistant director, 
John Legry, and this information was made available to the investigators. 

Experience in Washington State has formed the backbone of this study, 
and information from elsewhere has served to corroborate or modify the findings 
In Washington. Out-of-state operations which were especially considered 
included operations in the states of Vermont, Pennsylvania, and New York. 

Analysis for population scatter and educational level in the state was 
based on the 1970 U.S. Census and figures published by the State Office of 
Program Planning and Fiscal Management. 
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A major factor in the quality of any mail order service is the behavior 
of packages in the U,S, Postal System, While the internal operations of the 
working centers offered a means for analyzing costs of such service > tin 
analysis of mail delivery patterns was necessary in order to assess rapidity 
of sei-vice to the user* For an empirical test of postal delivery patterns, 
the three existing centers mailed packages to district library directors 
throughout the state, keeping records as to times en route from center to home 
and return. 

The methods for this study have heen of a traditional nature with the 
exception of computer simulation. The classical techniques included litera- 
ture search, on-site observations > personal interview, statistical analysis, 
and mathematical modeling. The statistical and mathematical data provided 
input for the simulation model which described the interrelationships of com- 
ponents and procedures of ^he mail order delivery systems in a format that 
could be processed by computer. The generalized model was constructed on the 
basis of systems at the three presently operating centers, and the model was 
exercised to simulate service to the state's MOD library users from various 
alternative configurations of centers. 
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PROCEDURES AND FINDINGS 



LITERATURE REVIEW 

Before the decision to undertake this study, n literature search was nsndcj 
to ascertain whether the desired information might already be available. While 
a recent study in Pennsylvania (Hu, 1973)*" had Investigated the relative merits 
of bookmobiles and mail order delivery, and the report had implied that a state- 
wide MOD service might best be organized from one center, this large-area pat- 
tern had not been directly addressed. Also, the Vermont State Library had be- 
gun a mail order delivery service which was to expand to cover the state, but 
there had been no analysis of what might bo the best organizational pattern; 
intuitively the one-center concept was used. The other states with some acti- 
vity but little available evaluative information are New York and Illinois. 

The two ALA conferences on this subject, one in San Francisco in 1967 and 
the second in Las Vegas in 1973, demonstrated strong interest throughout the 
profession. This is also documented by the publication of Tomorrow^ Library ; 
Direct Access and Delivery , (Jordan, 1970) a thorough presentation of the his- 
tory, current status and future of such service programs. 

The literature review revealed two basic types of service patterns: the 
mailing to a patron of any available book requested, and a Sears Roebuck style 
system with special mail-order catalogs, staff, and collection. In this study, 
mail order delivery (MOD) refers to the latter pattern only, The strong opinion 
of the staffs operating present mail order delivery services in Washington is 
that a well-designed catalog with illustrations and good annotations is the 
main factor in building circulation. This aspect is emphasized by Robert Jordan. 

1 Full citations are given in Bibliography, pp. 45-46, 
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"It is no coincidence that the low cost ($2*00) book onto log 
distributed without charge by Sears, Roebuck is an integral and 
essential part of the nation's model* , .retailing operation. Few of 
the thousands of retail mail order services (representing ovvry con- 
ceivable type of commodity and service) could exist without a ivttn- 
log. Similarly, it is unlikely that a direct access and delivery 
libraryTservice can successfully exist without a catalog T^ Collec- 
tively, the libraries of the nation have the capacity to develop 
patron-oriented book catalogs comparable in potential to commercial 
catalogs/' (Jordan, p» 74) 

Mail order delivery is a relatively recently developed technique for li- 
brai-y service. The literature search made it clear that most mail order deli- 
very systems do not publish evaluative or statistical reports, or thorough 
descriptions of operations. However, the North Central Regional Library in 
Wenatchee, Washington, which established its mail order delivery system in 
1968, has maintained early and on-going evaluation programs. As a contribution 
to the profession nationally, this has been most beneficial, and in the present 
study the data are invaluable. 

FINDINGS FROM OTHER STUDIES 

The 1973 study for the State Library of Pennsylvania by Hu, Booms, "and 
Kaltreider, compared bookmobile and mail order delivery cost-benefits. Some 
of the data from that report can be employed in the present analysis as a 
basis for arriving at a reasonable range of costs for mail order operations. 
Table 6.13 (Hu, p. 202) in that report gives per circulation costs for eleven 
libraries throughout the U. S. After eliminating those for which incomplete 
information is given, the cost figures for seven centers, as given in Exhibit 1^ 
of this study, show considerable agreement. The monthly circulation figures 
have been calculated from figures given in the Pennsylvania study for longer 
periods of time. If each of these seven cost-per-circulation figures is multi- 



2 Italics supplied. 

3 All exhibits are contained in 
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plied by the corresponding monthly circulation figure and that total is 
divided by the total circulation for the seven operations, the mean is then 
calculated at $ .65, As stated on page 204 of the Pennsylvania study: "...a 
cost per book circulated of $ .60 to $ .70 is a good estimation of what li- 
braries considering the establishment of a MOD service can expect in the way 
of operating costs This could be used as a general measurement for existing 
mail order delivery operations, so long as there is some attempt to calculate 
costs on a fairly standardized basis. Carrying the inference a step further, 
a standard deviation of $ .06 can be related to the $ .65 average cost. If 
this can be accepted as reasonably valid, it will provide managers with a 
rough measurement of the cost area in which a mail order center should operate: 
one standard deviation above and below the mean will give a range of $ .59 to 
$ ,71, If the coot per circulation for a given operation lies above $ ,71, 
investigation should reveal ways of reducing costs — or some special services 
may be included which would make the general level of cost inapplicable. This 
range must of course be modified as monetary values change j even at the present 
writing, in early 1974, some upward revision should be made: the Monthly Labor 
Review reports the Consumer Price Index for January 1974 as 11.5% higher than 
the Index for 1972, which brings the upper limit of the range to $ ,79, since 
the calculations are based on 1972 cost figures. 

Exhibit 2 shows graphically the figures in Exhibit 1 and the above calcu- 
lated range of cost expectations. Exhibit 3 shows the possible existence of 
a curved rather than a straight-line estimate of costs, with higher cost-per- 
circulation related to lower circulation figures. This is one of the hypotheses 
underpinning the present study, and is further supported by data gathered in 
the Washington state MOD operations and analyzed later in this report. This is 
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mentioned but not analyzed in the Pennsylvania report: "The findings here seem 
• to imply that a large (statewide) operation will result in lower costs than 

can be obtained by having wany (local) MOD operations." (Hu, p. 231) 

Some further comments on the Pennsylvania study should probably In? made 
here. The benefit figures constructed by Hu, et al. , should be questioned. 
They result from inquiring of users how much time is saved for them by the 
bookmobile or MOD service, how much they would be willing to pay for the ser- 
vice, and the number of books they would buy if the service were not available, 
and estimating from frequency of use and income how much time is saved for 
them and what it is worth. The price users would be willing to pay would seem 
influenced by how much they think the specific service costs, and bookmobiles 
look more costly, and are more prominent and self-advertising. How many books 
would be bought might well be exaggerated in the same manner as the usual 
reader's estimate of the number of books read; so also might frequency of use 
of library services. Hu, Booms, and Kaltreider are to be lauded for attacking 
the benefit analysis problem; the above comments are intended not to disparage 
their findings but to offer a caveat. 

The Pennsylvania study concludes that while cost per book circulated by 
bookmobile is less than cost per book for MOD 4 , the benefit for MOD is higher 
(Hu, p. 275). The derived benefit/cost ratios for total costs are .58 (.36/. 62) 
for bookmobiles and .65 (.45/. 69) for MOD service. 

In the analysis of marginal costs for bookmobile and MOD services, one 
additional circulation for bookmobiles would cost $ .14 while an additional 
circulation via MOD would cost $ .01. "Unlike the case of bookmobiles, it 
appears practical to increase the scale of MOD operations," (Hu, p. 231) And 

4 This is contrary to the experience of the North Central Regional Library in 
Washington, as described on p. 9. 
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on page 288: "...the figures used in this study may be underestimates of the 
actual cost of operating n bookmobile," 

Perhaps the most startling recommendation in the Pennsylvania study is 
that advocating user charges for both bookmobile and MOD services. Pennsyl- 
vania users of both indicated a willingness to pay $ .22 and $ .21 respectively 
per book borrowed. (Hu, Table 8.7, p. 257) 

The report on the Las Vegas Conference on Books by Mail Service (Kim, 
1973^, indicates the potentiality of such programs for reaching the hitherto 
unserved. In rural areas this' unserved segment may amount to from 10 to more 
than 50 percent of the population, the report points out, whereas in urban 
areas the unserved are perhaps 4 to 6 percent ("homebound, elderly, institution- 
bound, and people who work during the library hours"). This is at least par- 
tially substantiated by experience in Washington state: the North Central 
Regional Library serves a predominantly rural population and has built an over- 
growing readership, while the two centers serving individuals close to urban 
areas have not yet been able to elicit an equal response. In terms of circula- 
tion per catalog mailing address, the North Central system shows an average of 
7 items per year against 2.5 and 3.7 respectively for King-Pierce Counties and 
Spokane County mail order delivery programs. 

The Pennsylvania study relates a cost factor to this urban-rural balance; 
population density affects bookmobile costs much more than it does MOD costs. 
"Thus, some bookmobiles have to travel a good deal further to get a reasonable 
level of circulation, and thus cost per unit is very much higher for some 
operations." (Hu, p. 204) This is not true of MOD operations: ".. .unlike 
transportation costs for bookmobiles where costs are a function of distance, 
postage rates are a flat rate based on weight and do not vary by distance" 
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{Hu, p. 204\ This was paralleled by findings at the North Central Regional 
Library, where bookmobi les were serving the sparsely scattered population at 
a cost per circulation of $1.05> while MOD cost per circulation was $ ,73 Tor 
the first H months of MOD operation and now stands at $ ,64. It would seem 
that many people in urban districts can get to a library or at least to a book- 
mobile stop, and that bookmobiles are efficient in the urban situation where 
stops are frequent and each stop reaches trore people. This present study con* 
centrates on MOD service to the light-density rural population, plus the 
elderly, housebound and institutionalized in urban areas — those members of 
the total population who experience difficulty in reaching the library building. 
It is not considered that bookmobile and MOD services are competitive, but 
rather that they are different methods of service, with varying economic effi- 
ciency under various circumstances. It is in the rural service areas that 
bookmobiles have proved more costly than the MOD approach. With the onset of 
the necessity for economizing on gasoline, the balance may tend henceforth 
toward MOD service, even in more densely populated areas. 

Another interesting finding of the Pennsylvania study: 62 percent of MOD 
usex % s who responded to a questionnaire had borrowed from a library in no other 
way within the preceding year, as against 55 percent of bookmobile users giving 
the same response (Hu, p. 154). Of these, 71 percent of the MOD respondents 
and only 50 percent of the bookmobile respondents did not feel they could use 
a library's material if MOD/bookmobile service were not available. "If the 
objective of these two services is to reach the disadvantaged (meaning users 
who would otherwise be unable to use a library service because of distance, 
location, or time), then.. , it seems that MOD is more effective than bookmobi les" 
(Hu, p. 9) 9 (The definition given for disadvantaged should be expanded to 
include the housebound, such as physically handicapped and aged.) 



A further implication here is that MOD is not in competition with regular 

library service. As stated in the Las Vegas conference report: 

There is a growing evidence that both rural and urban books by 
mail programs are in fact helping the use of standard library ser- 
vices in the same and/or nearby communities* In some cases the books 
by mail program was instrumental in making people want a regular li- 
brary in their community. Thus, the books by mail program is comple- 
menting rather than competing with (let alone replacing) the existing 
standard library services, (Kirn, p, ii) 

MOD service is a supplementary service for those who cannot avail themselves 
of the full service of an established library, and has also (specifically in 
the North Central Region of Washington) provided the inducement for development 
of new local libraries. 

The report from the Las Vegas conference (Kim, 1973) attempts to amalga- 
mate a heterogeneous set of attitudes as represented by the participants in 
that conference. Some statements seem highly questionable: "Rural reading 
interests are found to be largely in the areas of recreation, pleasure, home 
and family life." And "Urban books by mail uses reflect to a large extent the 
general reading interests of the regular library users in the local area where, 
in sharp contrast with the rural reading, non-fiction reading predominates." 
(Kim, p. i) Since these statements were contrary to the expressed impressions 
of staff in the mail order centers of Washington, as well as other library 
personnel, an analysis of the state's total circulation figures was made. 
Predominantly urban areas showed non-fiction titles to be 50 percent of total 
circulation, while rural areas showed 44 percent non-fiction. The disparity 
of 6 percent seems insufficient to warrant the statement in the Las Vegas 
report. Perhaps the generalization is mojre pertinent elsewhere; Washington 
has one of the highest average levels of high school completed in the nation* 
and the level of average grade completed does not vary greatly between urban 
and rural. (Exhibits* A\ 5, 6, 6a). Urban areas are indicated in Exhibit 9. 
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Findings of the reports at the Las Vegas conference relative to costs are 
that staff costs may be on the average 30 percent of costs in a rural program 
and SO percent in an urban program, The second largest cost factor is the 
collection cost (a median of 24 percent) — it is not clear whether this is 
inclusive of start-up cost, or whether start-up is amortized over a number of 
years. Third ranking cost factor is production and distribution of catalogs— 
a median of 12 percent of total costs. Comparable figures for Washington's 
MOD centers are given in Exhibit 7, with start-up figures in Exhibit 7A, 

MOD IN WASHINGTON STATE 

During the month of October 1973, on-site observations were undertaken 
at the three extant rail order centers in the state of Washington, 

The internal operations of all three centers were very similar, probably 
due to the fact that the North Central Regional Library's early pattern had 
been highly successful and could readily be adapted by the more recently 
starting centers. There were some differences in policies on overdue materials 
and in files that were kept, but overall procedures were basically the same. 

The staff members in all three centers were enthusiastic about their ser- 
vice and enjoyed the feeling of accomplishment which they derived from the 
work. Misgivings were expressed as to the advisability of a one-center state- 
wide system for mail order: a question of whether size would create ineffi- 
ciency, possible delay in processing so many new books, concern for special! 
reading needs and interests for each area of the state, large backlogs of 
reserve lists for high-demand titles, book selection and annotation as re- 
quiring local know-how, While some of these objections have possible validity, 
they have not been heard from other librarians v?ith whom the study has been 
discussed — which leads to the surmise that these people in the mail order cen- 
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ters are happy in their work and want to continue it rather than be supplanted 
by one center to serve the entire state, 

Monthly circulation for all three centers is shown in Exhibit 8. The 
Spokane and the King-Pierce operations each circulate mate rift Its at a much 
lower rate than does North Central, which also shows a lower cost per circula- 
tion than do the first two, It seems possible that the greater throughput and 
experience of North Central's operation will account for much of the cost dif- 
ferential; though the higher rate of throughput may have implications for the 
usefulness of MOD services in urban or metropolitan areas, 

The services appear to be successful, as judged by reports of user 
appreciation, continued requests, growth of allied services (i.e., reference) 
and demand for further local services. This success and enthusiasm are the 
factors which led to the request that the present study be made, 

Reports on the three visits are given in Appendix A, 

Under present funding patterns, all but 4,5 percent of Washington State 
citizens are said to be served by public libraries--which should mean that 
nearly all Washington citizens could expect convenient access to' library re- 
sources and information services for their self-enrichment, economic well- 
being and entertainment, In actuality, a considerable portion of this group 
that might be library users are denied the opportunity to benefit from their 
tax investment on a fair and/or equal basis, because of domicile location or 
other factors preventing travel to a library, 

It is the assumption of the library profession in Washington State that 
the totality of library information and recreation services in the state is a 
statewide resource which, as with the education system, should be sustained 
and made available equally and fairly to the maximum degree possible in the 
public interest, and that a continuing program should exist to enhance access 
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for all funded citizens to library resources. One technique for enhancing 
such access is the ordering nnd delivery of library materials by use of the 
postal service, 

Washington librarians are agreed that while the service is not an adequate 
substitute for strong comprehensive in-library programs, mail order delivery 
service does fill a clear need for specific individuals who cannot for various 
reasons come into the library, and furthermore is not in competition with 
regular library services but instead promotes the use of the libraries 1 other 
services. It is viewed as one of a gamut of techniques which enable library 
materials and services to be made available on a relatively equalized basis 
to all citizens regardless of location. This study does not question the 
value of this supplementary library service; the problems addressed are how 
and where does it fit in the gamut of services, and how it can be achieved 
most effectively on a statewide scale. 
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STATISTICAL STUDIES 

? 

Demographic Data V_ ^ 

Demographic factors must play a major role in any statewide mail order 
delivery service, as they do in librai'y service in general. For purposes of 
this study, data were desired relative to the state of Washington; population 
spread, the urban^ rural distributions, education levels, and library statis- 
tics. Since the study seeks information on possible divisions of the state 
into areas covered by MOD service centers, the data is related to each county, 
assuming that divisions will be on county lines or that other segments can be 
approximated from this data. The reduced data are shown in Exhibits 9 through 
14, and will be referred to later in this report as their information is per- 
tinent. Sources for this information are listed in the Bibliography, 

One segment of the population which could benefit from a statewide MOD 
service would be those persons living in areas presently unserved by libraries. 
Exhibits 12 and 13 display that segment as 153,755, or 4.5 percent of the 
state's population; twelve counties are members of no library district, and 
50 municipalities are without public library service. 

In addition to these obviously unserved persons, there is in the total 
population a hidden unserved group who are unable to access the library even 
though they live in a "served" area. A substantial number of persons in areas 
with library service, where per capita expenditures average $5.69 statewide, 
are unable for various reasons (distance, disability, etc.) to benefit from 
the investment of their tax moneys in libraries. Mail order delivery service 
can enable them to exercise the privileges to which they are entitled: MOD 
will aid in equalizing library services among taxpayers. 

O 14 
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lor the 4.5 percent unserved shown in Lxhibit 12, a state-level supported 
MOD system can supply some library service. For the hidden would-be users in 
the served areas, MOD can be a strong assist, whether state or locally- 
supported. 

While the majority of the state's population is concentrated in the area 
between the Cascade Mountains and the Pacific Ocean, the majority of rural 
postal hoxholders is located on the eastern side of the mountains. According 
to projections for population growth, the western corridor will become more 
and more densely populated as the years go by — which should mean more city 
delivery routes there and fewer rural routes which are currently the primary 
service points for MOD. 5 Thus the requests for MOD services can be expected to 
originate increasingly from the eastern part of the state. The areas of sparse 
population, where a higher ratio of people find libraries inaccessible, are 
the service grounds for MOD, tt might well be added here that bookmobiles 
would seem better justified financially in urban areas where more people can 
be reached with few and close stops. The long distances to be covered to 
serve a few people in the rural areas will make bookmobiles there more costly; 
while this dichotomy was not spelled out in the Pennsylvania study, there are 
supporting implications therein. 

U.S. Postal Service Rnta 

A second set of factors, in addition to the demographic, which are external 
to a mail order delivery system but which must affect plans and operations of 
such a system, have to do with the U.S. Postal System. One of the major ingre- 
dients in a mail order system, and one of tlu least controllable, is the speed 
of postal delivery. Librarians experienced in mail order operations emphasize 

the necessity for consulting early and often with the local postal authorities, 
"5 See Exhibit 14, 
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to be sure that their attitudes and routines will enhance the service, There 
are problems of forms to he filled out for special postal rates, tactical 
schedules for delivering packages and catalogs to the post office, the support 
which can be given by postal employees who understand the significance of tho 
library service they are aiding in, efforts which the MOD center can make to 
avoid causing disturbance in postal routines, etc. 

To derive latest accurate information for this study, interviews were 
held with U.S. Postal customer service personnel in Olympia. An additional 
source of information was the U.S. Postal Service Instructions for Mailers . 

One factor which must be considered in planning the location of any major 
mailing operation is the pattern of primary mail-handling points. A mail 
order delivery center which is located in a community served by a primary 
mail point, so that mail can be taken directly to a primary mail 
point and received directly from a primary mail point, will gain about a day 
in mail time over a center which operates through a secondary mail point (i.e., 
a post office which receives and distributes mail only after sorting ft the 
primary point). The primary points for the state of Washington are located 
in Seattle, Everett, Tacom^, Olympia, Wenatchee, Yakima, Pasco, Spokane, and 
Portland, Oregon, and Lewiston, Idaho. Exhibit 15 shows the areas served by 
the main points. Actual delivery to Seattle, Spokane, and Tacoma addresses is 
through a separate handling rather than directly from the primary center. 

Patterns of mail delivery tg households is an important factor in distri- 
bution of mail order catalogs. Mail addressed to "Occupant" or "Box holder" 
without full address goes under a low postal rate, and also costs less in 
staff time for preparation to mail. 

Federal postal regulations prohibit the mailing of non-addressed materials 
on city postal delivery routes unless the mailing source is a state, county, 



or municipal agency. In Washington, since library districts are special 
districts and not part of county government, this will prevent use of this 
technique for city residences unless the MOD center is a state- level organisa- 
tion, or unless such mailings are made under the auspices of the State Library, 
however, on the basis of experience in the three present MOD centers, the 
planning for MOD service should be concerned first with rural areas where a 
higher portion of the population has difficulty accessing a library because 
of distance. There is some question whether broadside distribution of catalogs 
in urban areas will be worth the expense, even if non-addressed residential 
delivery is used. The proportion of active user responses can be expected 
to be much lower than for rural areas, possibly due to the proliferation of 
other communication and recreation resources. This does mean that an intensive 
effort would be necessary in urban situations, to make the MOD service known 
to people who might use it so that individual mailings of the catalog will be 
requested. For purposes of planning catalog distribution we must be 
primarily interested in rural routes. The number of rural routes by county 
is given in Exhibit 16, Data for post office boxes are also included, though 
use of this means of distribution is not recommended except in rural areas 
without delivery services, because of the number of boxes held for commercial 
purposes — again, the proportion of "live" responses seems too low to warrant 
the expense, particularly in the more predominantly urban areas. 

An approximation of potential circulation can be derived by comparing 
total circulation against number of households receiving catalogs. For North 
Central this is 109,415 annual circulation, with catalogs going to 15,624 
households, or a circulation of seven items per household receiving catalogs. 

6 See U.S. Postal Service, I nstructions for Mailers , p. 122.412, 




17 



This projects to a statewide annual circulation of 1,408,274. Using King- 
Pierce figures, we hnve 2.5 circulations per receiving household, or a state- 
wide projection of 502,955. With Spokane figures: 3.7 circulations per > 
household receiving catalogs and statewide projection of 744,373, 

Probably for counties which are primarily rural and those currently 
unserved by library districts, the ratio of 7.0 can be used, while for urban 
counties the figure of 3,1 (averaging 2.5 and 3,7) may be more accurate. The 
rationale for such a difference lies in the fact that even though households 
may receive mail on a rural route, in an urban county they are likely to be 
much closer to a library than in a rural county, and closer to urban "distrac- 
tions," therefore the single factor of distance will induce a higher response 
from residents of a primarily rural county. Using this differential and 
using figures for boxholders in urban and rural counties, we have Exhibit 19, 
giving a projected statewide rural circulation of 926,421. , 

To this figure must be added the urban residents who should receive cata- 
logs because of inability to go to a library. These potential users will be 
difficult to reach; they will be required to take the initiative in 
establishing themselves as users. The MOD service must be widely , advertised 
(this is a marketing operation) so that the h'ousebound will become aware of 
its possible benefits to them. The number of such potential patrons has been 
extrapolated to be 152,522. Since they are so difficult to reach, the ratio 
actually receiving catalogs is estimated at 1/3, or 50,841. These are indivi- 
duals rather than households. If we have a state average annual circulation of 

7 Possibly some "rural routes" are actually suburban, and will offer low 
response to the catalogs. If a method is built into the MOD operation so 
that statistics on specific routes 1 responses can be tabulated, such low 
circulation routes might be dropped from the distribution pattern, with 
the individual users maintained on a personally addressed basis* 
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4,6 items per household receiving catalogs) and each household averages 3,1 to 
4,6 persons per household (1970 U.S. Census figure for Washington State), this 
gives an average annual circulation of about 1.5 items per individual. The 
estimated 50,841 housebound individuals receiving catalogs would on this basis 
add some 75,000 items per year to the rural circulation figure of 926,421, for 
a total annual circulation figure of 1,001,421. This does not assume 50,841 
housebound users, but that of these individuals receiving the catalogs, some 
lesser number would request 75,000 items of the MOD center, 

The final postal service factor has to do with specific patterns of de- 
livery in Washington. That is, do distances or geographic obstacles or other 
factors extend the in-mail transport times, and if so how much? The Olympia 
postmaster estimated that mail would be delivered anywhere in the state within 
one to three days. For an experiential test of the postal delivery times, and 
to gain some indication of possible differences to and from various points in 
the state, a set of sample mailings was undertaken* Ideally, mailings would 
have gone from each district library to every other district as well as within 
each district. However, because the three mail order delivery centers were 
equipped for such mailings without much prearrangernent or disruption, books 
were sent only from each center to the home addresses of each of the directors 
of the district and major municipal libraries, a total of 19 addresses through- 
out the state. Home rather than library addresses were used to approximate the 
type of delivery patterns which would apply to books sent to patrons. Each 
package included (l) a book, (2) a return label, (3) stamps, and (4) a form for 
recording the date sent from the center, dates received and remailed, and date 
received back in the center. Three packages were sent to each address from 
each of the three centers, on a Monday, a Wednesday, and a Friday, to take 
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weekly delivery and transport cycles into account, and the mailings were 
completed in late October to avoid entanglement in the post office's Christ- 
mas rush. The forms used in the postal study, addressee locations, and the raw 
data, are given in Appendix It. 

Most of the library directors received their mail by residential rather 
than rural route delivery. However since there is no indication of a dif- 
ferential between city and rural delivery times, the figures are used to indi- 
cate in-mnil transport periods for general areas of the state, whether addres- 
ses are urban or rural. In this and other interpretations of data, which are 
similarly indicated in this report, the investigators adopted a Bayesian ap- 
proach, adding to the sample data further information already possessed about 
the sample, putting experiential data into the inferential process, 

Comparing the mail times to the entire state from each of the three cen- 
ters, no statistically significant differences appear: any one of the opera- 
ting centers (or presumably any other primary mail point operation) will serve 
equally well to get materials out to patrons quickly in terms of mail times. 

The mailing time from each center to home addresses throughout the state 
averaged two days for each center with 95 percent of the items arriving at 
destination within four days. The return times were longer, averaging three 
days for each center with 95 percent of the items delivered within six days at 
King-Pierce and Spokane and within eight days at North Central (Lxhibit 20). 
The differential between outgoing and incoming mail times is presumably a 
reflection of the centers' systems for delivering outgoing packages to the 
post offices (all primary distribution points) at scheduled shipping-out times, 
compared with delays in residential pick-up and transport of the return packages. 

It was hypothesized that the Cascade Mountains dividing the state from 
north to south might be such an obstacle to mail transport that the establish- 
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ment of one center for serving the eastern side and one for the western side 
might be liquidated on the basis of delivery speed alone. This hypothesis was 
only partially supported by findings. Separating the recipient addresses into 
those east and west of the Cascades, Lxhibit 21 shows mail patterns. The 
figures for North Central and for Spokane show no statistically significant 
differences; both are on the east side of the mountains, and means for the 
east side (3.1 and 3.2 days) and for the west side (5.2 and 5.4 days) are very 
similar. The mean times for King-Pierce, however, do show statistically sig- 
nificant differences from those for the other two centers, King-Pierced 
mean mail time for the east side is 4.6 days, a significantly larger figure 
than those for the two eastern centers (1^ days longer, which means two full 
days with mail delivery only once per day), and for the west side is 3 f 6 days, 
a significantly smaller figure than the other two (again, a difference of two 
days mail time saved). These two days are absorbed by both the outgoing mail 
to patrons and the packages returned from patrons — the returning mail times 
are actually important only when a title has a reserve waiting list; otherwise 
an extra day or two in the mail transit will have no effect on circulation of 
the item or operations at the center. 

Analyzing outgoing mail times from the three centers to locations east 
and west of the Cascades, ignoring return time, we find no statistically 
significant differences among the service times of the three centers to all 
the state. Similarly, when tested for service to addressees on the eastern 
side of the state, there is no statistically significant difference among the 
three — that is, each of the three would serve the entire st3te or the eastern 
side of the state equally well. When tested for service to the western side 
of the state, one comparison did show as slightly significant: that between 
King-Pierce and Spokane, Both King-Pierce and North Central would achieve 
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delivery to patrons on the west side of tin 1 mountains with no statistically 
significant difference in time, but calculations indicate that Spokane would 
deliver in a significantly greater time. The term statistically significant 
must be emphasized; the mean difference is actually only one day. This may 
or may not be considered significant by the administrators making the final 
decision as to MOD service configuration for the state. Certainly it is not 
weighty enough to carry the decision alone, other pieces of evidence must be 
taken into account and may be much more influential in the decision. 

An assessment was made of whether the delivery times within the immediate 
areas of the three present centers are sufficiently better to warrant an 
inclination toward the establishment of an MOD center for each library district, 
Again, the statistical evidence is inconclusive. The mailing times for the 
three centers within their own areas were combined; Exhibit 22 shows the data. 
No significant difference was found between the time for delivery in the local 
area and time for delivery on the same side of the mountains for each center. 
For each of the three centers, time for a book to be delivered to the patron 
in the local district is slightly improved over the time for a book to go 
elsewhere in the state. However, since all the average times are more than 
one day and less than two, they would all predict a two-day transit time for 
50 percent of the patrons; practically speaking there is no difference. Taking 
standard deviations into account, we can see that for service to the entire 
state from any one of the three centers, 68 percent of the packages will be 
delivered within three days and 99 percent within four days, For the local 
area, 95 percent will arrive within two days and 99 percent within three days. 
Again, this one day differential may or may not seem significant to decision- 
makers; it is simply additional information on which to base the final choice. 
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Cost of service might be weighed more heavily than whether SO percent of the? 
patrono have to wait an extra day for their books, 

While there is evident a gradation from the rapidity of delivery within 
the local area, to a bit slower throughout the center's side of the Cascades, 
to the longest times being required for points beyond the mountains — still the 
averages differ by only one day, and the aberrations for longest times in tran- 
sit seem to relate not at all to distance (or any perceivable factor — random 
occurrences in the postal system are a rational explanation), 

Analysis of the test mail data leads to the finding that there are no 
clearly significant differences in the dispatch of mail from any of the primary 
postal points in the state to serve the entire state, merely some shades of 
difference which might or might not pertain in the final weighting of pros and 
cons for choosing the MOD service configuration. The tentative conclusion 
must be that if other factors point to the wisdom of establishing two or more 
MOD centers to serve the state, at least one should be located east and one 
west of the Cascades. However, if one center seems most cost-effective, then 
the degree of cost differential to speed delivery by one day to cross-mountain 
patrons must enter the final decision on number of centers ♦ And if one center 
is to be the final choice, then location should depend on costs for space and 
personnel in various primary mailing points of the state, and the location of 
most of the population it will serve. 

Cost and Work Flow Data 

Exhibit 23 shows a comparison of data relative to circulation and cost 
for each of the three presently operating MOD centers in Washington state 
The last column offers rough estimations of data for a statewide operation, 
The total annual circulation figure for statewide MOD service was developed on 
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the basis of rural delivery services and estimated housebound users (Exhibit 

19), The calculation of circulation per household mid per individual addressee 

is based on experiential data from the three MOD centers, as arc? the ratio for 

items per package railed, the number of items processed annually per employee, 

and the cost per circulation. It should be noted that calculations are based 
to 

on a paperback collection; the addition of other materials such as films and 
cassettes will increase costs, 

Exhibit 25 gives expenditures ratios for the three Washington MOD centers 
during 1973, broken into major categories, and Exhibit 7 displays the propor- 
tion of each against each dollar expended. The- statewide estimated expendi- 
tures shown in the final column of Exhibit 25 are derived from estimated data 
in Exhibit 23 and experiential data in Exhibit 24, There is considerable risk 
in extrapolating from the experiential data, since the proposed statewide ser- 
vice would experience a work flow about ten times the magnitude of North Cen- 
trals. For example, average salary per employee was calculated at $7,000; 
this may be low, since such a large operation would require a higher-salaried 
manager. At the same time, the ratio of clerks to administrators might be 
higher than in a smaller operation. Again, the discount received on book 
purchases is not definite and would only become precise as actual negotiations 
with vendors ensued; an additional ten percent (perhaps too low) was used as 
increased discount for large annual purchases. Supplies and miscellaneous 
were estimated on a rough ratio of the total expenditures. Postage for North 
Central comes to an average of $ .30 per package and this figure was used for 
postage costs. Catalogs for both North Central and King-Pierce cost $ .054 each; 
this might be reduced to $ .045 on the basis of 251,182 copies, four times a 
year. 
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I V 1 1 « i <»i internal work flow u I id limes for operations were supplied by 1:1 ic* 
1 1 1 >•<«♦» Mob renters. There lias been nn attempt to remove from the K ing-l' iercc 
data the 1 imcs fur handling cassettes and films, as thesr arc more time- 
consuming than paperbacks and the other two renters do not rirenlale thefcc 
materials via MOD, except as special requests. The work load data supplied 
by the centers is used in the simulation model, and derived time data is used 
to establish functions for modeling the statewide system. 



S1MUIATI0N 

The problem to be solved is essentially one of an organization's perfor- 
mance to achieve stated objectives within specified constraints: minimum 
cost for specific performance, maximum performance for specified cost, or 
some optimum balance. Often the problem is extremely difficult or impossible 
of solution by conventional techniques. Analytic approaches art* effective 
but it is not unusual that in such approaches the; problem is oversimplified 
or the necessary data unavailable. The use of intuition is sometimes resorted 
to, with obvious shortcomings. Often it is inadvisable or impossible to test 
a set of alternative systems in practice or to perturb an existing system in 
order to compare results. 

A better approach when system indef inition exists and information is 
difficult to obtain directly is to attempt to construct an analog, a computer 
model with which a real world situation can be simulated and the action of 
different system variants compared. Simulation may be a useful tool when 
design problems are complex, poorly defined, and mathematically unpleasant. 
Complexity usually arises from the relationship between the components of a 
system and the process algorithm; that is, the interdependeucy of components 
atid state variables cannot be fully described by analytical expressions nor 



reduced to ensi ly solvable functions. Purposes and procedures in the system 
are i Tici(|c»qii;i 1 e ly understood inul considerable study is necessary to reach a 
definition as to thc j assent nils of the system. Such study may he nut fens i hie 
because of concomitant time and money expenditures. Ma the matt evil unpleasant- 
ness i:i apparent in both the difficulty of expression necessary for nun lysis 
and in the inadequacy of available data. Inappropriate data is usually abun- 
dantly available; useful data is scarce and there is always some doubt as to 
its accuracy. 

Simulation is a tool and the use of it is an art, demanding constant 
effort on the part of the analyst/designer to understand the problems, goals, 
and energy expenditures needed to effect an efficient or useful- iu-context 
system. Computer simulation can aid in problem definition, factor relation- 
ships which influence design, measure sensitivity of the design to the change 
of system load parameters, predict alternative systems 1 performance, and aid 
in selection of final design from among alternatives. 

The representation of the system, the dynamic analog, its rules and 
relationships ♦ is defined as the model. The exercise of the model under 
various specific conditions is defined as simulation. 

Model construction forces the designer to state explicitly his under- 
standing of the system. Once a coarse model of the overall concept lias been 
established, even though system insight be weak, by using speculative 1 data 
ranging over the expected operational spectrum, areas of sensitivity can be 
noted as well as modifications necessary to bring system performance to speci- 
fications. By using the same work load and the same time interval, and 
altering process algorithm or construct, alternative systems can he? compared 
by reference to work output levels. Or, as in the? present study, mi ideal 
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system can be constructed from existing operations and the effect of increased 
work Loads can be observed, comparing ;i Iternnt I vo levels nf lo;nl. 

Once the model has been developed mid ronf i denee ahl i kIumI thai h Is 
a valid description of the real system, then a series of parametric simula- 
tions can be run to gain understanding of system behavior and to gain feeling 
and insight into the effect of proposed changes that only system manipulation 
and operation can otherwise provide. Through the use of simulation, this 
exploration can be undertaken while the redesign is still a paper concept. 

For the purposes of this study, the mail order delivery model was con- 
structed on the basis of data derived from the three existing MOD centers in 
Washington state. Processes and functions were observed and discussed with 
the staffs, and work flow diagrams drawn up (Appendix (2). Vrocedures at the 
three centers were sufficiently similar for construction of n common model. 
King-Pierce handles a variety of intuitu; the model rel'LeeUi book service only, 
since this is a common denominator and the relative costliness of other 
materials probably excludes them from a start-up program for statewide service. 

On the basis of information supplied by the centers, a set of data on 
each center was built: quantities of orders and packages, and ratios of types 
of requests (items listed or not listed in the printed catalogs, items with 
reserve waiting lists). Each center supplied the times for processing each 
step of the operations. Design of the model permits these blocks of informa- 
tion to be interchanged in sequential computer runs. 

The model was coded in Flow Simulator (FLOSIM), a Univac adaptation of 
IBM's General Purpose Simulation System (GPSS), and was run on o Spectra 
Series 70/45 computer. FLOSIM performs logical operations to simulate the 
flow of transactions (in this model, orders, books, and packages) through 
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facilities (workers and machines) in processing steps related to time units. 
Thus the model shows incoming packages and orders, the filling of orders for 
various types of requests and packing and shipping. The program listing is 
given in Appendix C; functions for rate of requests and packages and for pro- 
cessing times were calculated, coded, and input for each of the modeled situa- 
tions. 

First runs of the computer model simulated present MOD operations: 

1. North Central Regional Library 

2. King-Pierce County Libraries 

3. Spokane County Library 

Comparison of the results of these three runs with nctiuil operations of 
the centers provided validation of the model. To determine the most efficient 
operation for use in the simulation of all-state service, the procedural times 
for each of the three centers were simulated against a standard workload. 
The workload for North Central was used as a standard, so that run 1 provided 
the needed results for North Central. 

4. King-Pierce County Libraries work times against standard flow 

5. Spokane County Library work times against standard flow 
Comparing the results of runs 1, 4, and 5 showed that the operating pro- 
cedures and times of the MOD center at NCRL required fewer personnel to cope 
with the standard throughput. Therefore, the model incorporated these proce- 
dures and times for simulating the hypothesized configurations of state ser- 
vice, with workloads calculated on the basis of demographic data and experience 
of patron response at the present MOD centers. The following runs simulated 
the statewide service situation, each for one center to serve the area desig- 
nated. These divisions were drawn so as to balance somewhat the populations 
served by the centers. See Exhibit 26 for delineations of these areas. 
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o. All state 

7. Area east of Cascade Mountains (Last* W & L) 

Area west of Cascade Mountains (West 1, N and S, and West 11) 
l >. Northern section of west side of state (West 1, N & S) 

10, Southern section of west side of state (West II) 

11, Northeastern part of area descrihed in 9 above. (West I, N) 

12, South and west part of area described in 9 above. (West I, S) 

13, Eastern section of east side of state (East, E) 

14, Western section of east side of state (East, W) 

15, l/14th of state: average operation for 14 centers covering 
all the state 

Since each of the present district libraries is a possible service cen- 
ter for its own district, their hypothetical operations were modeled. It 
should be noted that some areas of the state remain unserved under this pat- 
tern) since the districts do not cover all the state — run 15 is not a repre- 
sentation of the average district operation, The three present HOD operations 
were not included in this final group of simulations, 

16, Asotin County Library 

17, Fort Vancouver Regional Library 

18, Kitsap Regional Library 

19, Mid-Columbia Regional Library 

20, North Olympic Regional Library 

21, Sno-lsle Regional Library 

22, Timberland Regional Library 

23, Whatcom County Library 

24, Whitman County Library 

25, Yakima Valley Regional Library 
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Each computer run simulated the operation of a specific MOD center for a 
period of a month. At the end of the run, printed output reported on the con- 
dition of the model. Sample computer outputs are shown in Appendix C # 

Personnel requirements for the functions modeled are calculated from the 
facility tables. An average of .7 utilization as a full-time equivalent for 
each of the facilities (employees) in the computer model is conventional for 
personnel calculations. This allows a margin for non-productive activities, 
and experience in operations research has shown this to be a valid ratio, 
Therefore, the sum of utilization of all facilities for a given process is 
divided by .7 to derive the number of staff needed for the function. The 
model does not include tasks related to acquisitions, catalog production, 
and administration. Because these supporting functions (with the exception 
of administration) are possible candidates for vendor contracts, and because 
they are not complex mathematically, they were analytically modeled rather 
than incorporated in the dynamic computer model. 

Exhibit 27 shows the man-years required for each of the configurations 
modeled, Column A gives man-years as developed in the computer mqtjel, plus 
administration; column B shows man-years as needed if all support functions 
(selection, ordering, receiving, processing, catalog production, and mailing) 
v/ere to be accomplished at each center rather than centralized or contracted 
to a vendor. If centralized, support functions for the entire state, with up 
to five centers in operation, would require seven man-years. 

Thus one decision factor is somewhat clarified: if a vendor bid for one 
or all of the support functions is less than the costs projected for those 
functions, then there are financial advantages in a vendor contract. In 
other words, for centralized support functions the costs can be projected: 
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salaries $ 49,000 

catalogs SO, 000 

postage 94,000 
supplies 5,000 
space costs 1,000 

$199,000 

Therefore the center's manager should seek a vet.dor who offers to supply 
the functions of ordering, receiving, and processing new materials, and pro- 
ducing and mailing catalogs—all for less than $199,000. Similar tables can 
be constructed for the separate functions, on the basis of data in Exhibits 
23, 28, 29, Since the investigators were not in a position to ask vendors for 
solid bids on such contracts, comparative costs are not given in this report, 
However, if the decision is made to establish mail order centers, this is a 
major factor which could be readily defined for purposes of staffing and contrad 
decisions. There are indications from at least one reputable vendor that an 
attractive arrangement could be made. If selection and annotation are con- 
tracted to a vendor, the administrator of this operation need not be a graduate 
librarian, but could be a manager reporting to an overseeing board of librarians. 

Lxhibit 28, derived from the projected loads for each of the simulated cen- 
ters, shows the projected costs for statewide MOD service for situations of one 
to fourteen centers. Estimated costs rise as the number of centers increases, 
with the total circulation held constant. 

Since the district library directors of Washington were interested in the 
possible establishment of district MOD centers (a desirable alternative in 
terms of local user-library relationships), the computer model was used to 
simulate the ten hypothetical MOD operations. Sets of data were developed on 
the basis of demographic information for each district, with the same task 
performance times as were used in the simulation of the statewide operation. 
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Manpower* estimates for the districts were? derived from the computer output} 
these estimates iire shown in Exhibit 27. The total staff to serve the dis- 
tricts (including present MOD operations) totals 52 man-years: sixteen more 
than needed for one center to serve the entire state. Additionally, as can 
be seen in Exhibit 28 » even with support tasks centralized, the cost of the 
district centers is estimated to be $683,400 — $72,700 more than one center 
serving the entire state and $65,600 more than two centers. 

It must be noted that the data for the statewide operation includes all 
citizens of the state* while these for the districts include only citizens in 
the areas currently served, excluding patrons of municipal, and association 
libraries, counties not included in library districts, and the 4.5 percent of 
unserved citizens. If the total projected statewide circulation were aLlocated 
among the fourteen districts, to compare with the situation of one to five 
centers serving the entire state, a model representing the Tf average district" 
shows that fourteen centers serving the entire state would require a staff 
totaling 63 man-years (Exhibit 27)— 27 more than needed for one center and 20 
more than for five centers serving the state, Estimated costs would be 
$718,500 — $107,800 more than one center, with support functions centralized 
so that the fourteen centers serving the entire state would require a staff 
of 42 — thirteen more man-years than for one center and nine more than for five. 

This information should assist in defining optimum approaches to mail 
order delivery service for the state of Washington. Should decision-makers 
require additional information which the model can supply, the computer program 
is stored and is readily available for further exercising. For example, if the 
administrator of one of the present centers should consider expanding its area 
of service, new traffic data can be input to the model to forecast personnel 
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needs for the added load. Or if procedures are to be altered, the model enn 
be adjusted to reflect the change ami its effort, rurthermoro the model eau 
be used for other states or regions* with data based mi lor.-il. informal ton, 
and is readily translated into other versions of the CI'SvS language. 

It is not possible to generalize comfortably to other states 1 situations 
vis-a-vis optimum m3il order delivery patterns. There is considerable evidence 
that a single center would be most efficient in many instances (state or region 
of several small states). However, the major factors present in Washington may 
fall into different relative perspectives in other states, with values that 
result in different decisions. The model can be used in a variety of situa- 
tions; the input data must be derived for each in terms of demographic, library, 
geographic, postal, etc., information. It is necessary to rewrite or modify 
the model itself only if some different pattern of operations is planned. The 
procedures modeled are basic to the form of mail order delivery operation 
envisioned and practiced in Washington, 
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CONCLUSIONS 



This study has investigated method? for providing mail order delivery of 
library materials to many citizens who ennnot ordinarily access a library, 
Such a service would utilize special facilities; work area, staff and collec- 
tion, with presently established libraries as backup for titles not included 
in the printed catalog sent to patrons, The catalogs would be mailed quarterly 
to rural route addresses and to other individuals who might request the mail 
service, 

It was anticipated that one or a few centers could serve the entire state 
more efficiently than could one in each district library or some similar 
multiple set. Centralization should result in economies of scale in the 
areas of collection costs (greater discount for larger annual purchases) 
and catalog production (annotations cost less when made only once per title, 
and printing costs per copy are greatly reduced in large quantity production). 
The budget items for staff salaries and physical facilities should also show 
economies in a large centralized MOD operation, compared with a number of 
smaller operations. Heavier traffic should permit more efficient use of 
personnel in the organization. Space for a given number of books (say 200,000) 
should be less if they are shelved in one continuous area than if each of ten 
locations stores one-tenth of the books, given that some surrounding space is 
necessary in each location for staff operations and movement of personnel. 

The investigators did find that estimated costs increased as more centers 
were introduced, One center could serve the entire state at an estimated 
annual cost of $610,700, while the estimated cost for two centers would total 
$617,800, and for five centers, $643,100, There are of course other factors 
to be considered in the decision, such as a slight time lag in delivery (one 
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(lay, Tor 50 percent of the patrons on the opposite side of the Cascade Mountains 
from the center). The Individual library might enhance its local imago by 
mounting such a special service — this factor must also be weighed in the deci- 
sion balance against the fact that separate district MO]) services, not covering 
the entire state, would cost an estimated $683,400 per year. 

One of the major components of the proposed mail order service is the 
printed catalog, Minimum cost per copy is important, since the provision of 
four catalogs a year to some 250,000 addresses throughout the state is one of 
the largest segments of the budget for this service, A promising approach to 
this problem is that of vendor, service, At least one paperback vendor adver- 
tises his services as catalog producer for mail order operations. This ques- 
tion was beyond the scope of the present study, but it seems probable that 
such commercial services might prove more economical than MOIVcenter-produced 
annotations and catalogs; this possibility should be investigated. The catalog 
cover sheets could be printed separately lor various districts, 1u adverl iw 
specific libraries or offer other information applicable to that area. The 
vendor could also mail catalogs directly to patrons. 

Procedures for receiving books and preparing them for the shelf should be 
kept to a minimum. Processing can consist of no more than an ownership stamp 
and an identifying number for each title; a vendor could provide shelf-ready 
books. 

Selection of titles might also be assigned to a vendor. While a librarian 
can perform selection expertly, this seems an overquali fied level of personnel 

8 It is reasonable to assume same-day mailing of a requested book, if Unit 

title is on the shelf when the request is received. Subsequent to the 

internal efficiency of the mail order center, speed of delivery to the 

patron is dependent on the U.S. Postal system. 
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for the task, The character of the MOD service is such thnt current demand is 
the major factor in title selection, rather than the librarian's usual criterion 
of long-term collection building. Since all books in all libraries are backup 
for the MOD center(s), the MOD collection( s) can contain only those titles 
listed in current catalogs; that is, the collection should consist of much-in- 
demand current titles, fcv'vkct to constant weeding as titles cease to move. A* 
vendor in the course of ids own management must maintain awareness of the proba- 
ble demand for various titles; book selection for the MOD collection might be 
assigned to such a vendor on the basis of a profile establishing proportions 
of various types and subjects of books. Adjustments or special requests could 
be made from time to time; this procedure might well prove efficacious and less 
costly than the time of a librarian, 

Should the directors decide in favor of local MOD operations, and should 
vendor contracts prove unfeasible, there are still some methods which can help 
hold costs to a minimum. Economies could be realized through the establishment 
of an ordering and processing center for the state, with materials and catalogs 
shipped from that center to as many MOD centers as are wished. That is, a ven- 
dor would give a larger discount if all orders were placed from one location, 
A central processing operation should increase efficiency, by readying many 
copies of the same book for the shelves and providing one annotation to be 
used by all centers, A uniform catalog to be used by all MOD operations would 
result in considerable savings; preparation of separate catalogs would increase 
total annual costs by an estimated $7,000. Sharing one catalog necessitates a 
uniformity of book ID numbers and some standardization of procedures. The major 
objection here will be that selections and annotations made for statewide con- 
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sumption do not serve the local readership as well ns those made by a knowledge- 
able Local Librarian; these tasks might he rotated among participating Libraries 

When a request arrives for a title not in the mail order collection, 
there are at least two main alternatives: 

a) refer the request to the library nearest to the center 
and most likely to hold the title; 

b) refer the request to the district or municipal library 
nearest to the patron. 

The first alternative would lead to an overloading of certain libraries; the 
second would spread the load, with the district or municipal library either 
filling the request or referring it through customary channels. Another 
alternative, that of purchasing the title for the mail order collection, 
should be considered in light of the fact that this may be the first of a 
number of requests for the same titled 

Automatic ordering of many duplicate copies for every title, as is done 
in some MOD centers, is wasteful when there are methods for analyzing demand 
in advance, and thereby varying the number of copies bought between, say, 2 
and 20. The three MOD centers in Washington State report that many titles 
never have more than two or three copies in circulation at one time. 1 ^ Thus 
for these operations three copies might be the standard order quantity for new 
titles. Weekly analysis of reserve lists could indicate the need for 
acquisition of more copies of the most requested titles, ^ The pattern of paper- 
back publication permits foreknowledge of the popularity of most titles, since 

9 Whatever method is adopted, a notice should be sent to the patron, explaining 
the situation and approximate delay time. 

10 The centers also report that only 10-13% of requests were placed on reserve 
waiting lists. 

11 Management information for this decision could be derived through computer 
modeling (Arms, 1974). 
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the market behavior of the some titles hi hardcover is evident during the 
previous year. Also, there are lists of best, sellers in paperback — the New 
York Times Book Review Section , for example, which are strong predictors uf 
high demand titles. A conservative policy on duplicate copies would seem 
advisable, with reliance on local booksellers or telephone/airmail for acquiring 
extra copies to meet unexpected demand. 

Library operations, in general, would benefit from applications of mar- 
keting techniques — and this is especially applicable in a mail order delivery 
operation. The display of wares for the public's choice has an obvious paral- 
lel with a mail order catalog, and the MOD center's operation closely resembles 
that of a mail order warehouse. The profit motive is lacking, but the basic 
purpose of moving as much merchandise as possible pertains in both instances. 
Librarians planning and managing such an operation might investigate techniques 
and theories used in the business world — for example, it should be possible to 
analyze the "reader market" as an onward-developing situation, to gather infor- 
mation for decisions on types of materials to be stocked and ratios of quant i- 
ties of various categories of fiction and nonfiction. A wealth of research 
exists in the world of profit organizations; librarians could gain by use of 
these findings. 

One example of such an approach is reported in Operations Research 
(Anderson, 1974), addressing the problem of optimal choice of brands and brand 
display in a supermarket, analogous to choice of types of materials and catalog 
display of library materials in a mail order delivery operation. A model is 
developed in the cited research; with adjustment to eliminate effect of the 
profit motive (the model advocates extra space for those brands with higher 
profit), such a model could be adapted to assist on-going selection of 
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materials for the collection as well as space allocated in the printed catalog 
for various types of materials. 

Librarians have been loath to merchandise aggressively, apparently feeling 
that the genteel modest posture is sufficient for selling a product which is so 
incontrovertibly a basic good, The techniques of the commercial world con be 
adapted to library use; see Frederick Glazer's "Selling the Library 11 (Glazer, 
1974). And there is no more obvious or natural place to apply these techni- 
ques than in the mail order delivery operation, where we do not meet the 
"customer" face to face but must rely on our powers of advertising and fore- 
casting to build demand and to provide adequate quantities of the materials 
which will be most heavily demanded. 

The user*s viewpoint should be analyzed, as in any selling effort. In the 
present study, this omission has been due to lack of manpower rather than lack 
of desire; a telephone survey was considered early in the design of the study 
(though house-to-house interviews would have been preferred for validity of 
findings) but abandoned because of the magnitude of the effort required. It 
is hoped that such an evaluation will be made at some future date; the findings 
can be very valuable in future decisions as to MOD operations, even after the 
larger organizational decisions based on this study have gone into implementa- 
tion. Such a user survey could contribute toward improvement of communications 
via the catalogs and toward more patron-oriented book selection. 

The computer model of mail order delivery operations provided printouts 
too voluminous to be reproduced in entirety in this report; for readers who 
wish further information, copies of additional computer output are available 
from the investigators. 

The model has further potential utility, as plans for statewide MOD ser- 
vice become more concrete. Thus, if one of the present centers is to be 
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expanded to serve other areas of the state, the model eon simulate that 
expansion to aid management decisions prior to operation. Or if additional 
Information becomes available regarding demographic, postal, or other data, 
the model can be adapted to the new knowledge and adjusted results provided,, 
Furthermore, subsequent to the establishment of a MOD service, the model can 
be employed as a tool in on-going evaluation of the operations. There is 
also the possibility of adapting or rewriting the model to a change of opera- 
tional systems so that a different approach to MOD service can be reflected 
and the effects be predicted. 

The analytic tools of this study, including computer simulation, should 
be applied in periodic evaluation of any MOD operation which is established. 
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RECOMMENDATIONS 

One MOD center to serve the state will effect cost savings over multi- 
centers and provide good postal delivery time; political factors such <is 
the local library's role may necessitate some modification of this pattern. 

} Vendor services should be investigated in the areas of book selection, 
processing, annotation, and catalog production and mailing. Catalogs can 
be localized by inserts or by varying the cover content for each separate 
service area; the all-state catalog can be accomplished either by a vendor 
or by low bidding printer, regardless of the number of operating MOD centers 
established. 

} If more than one MOD center is established, and no vendor is used, all 
possible operations should be centralized, including selection, ordering, 
processing of books, annotation, and production and mailing of catalogs. 

} Prior to start-up of an MOD operation, considerable discussion should 
take place with personnel at the post office which will be handling the mail 
to insure cooperation and coordination on the part of both the MOD center 
and the post office. 

In advance of establishment of an MOD service, the potential patrons 
should receive explanatory promotional material, so that they are alerted to 
the receipt of non-junk mail via the "Boxholder" mode of address. 

The MOD catalog should clearly state the pattern of catalog issuance, s 
that patrons will understand the length of time during which the titles in 
each catalog will be available, and when new listings can be expected to 
arrive, 
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Catalogs should be mailed at a steady rate in small quantities so as to 
smooth out the response load for the staff. 

0 Four catalogs per year, containing about 800 titles ivu'li, seems about: 
the rate and quantity of material to satisfy most users. Flyers listing 
newer titles should be inserted in each outgoing package. 

0 The MOD catalog should strongly emphasize the availability of materials 
not listed in the catalog, so that patrons whose reading tastes go beyond the 
reguLar MOD collection are encouraged to request other items. 

0 Titles not listed in current catalogs should not be held even though 
they might be requested by a few users per year; these should be transferred 
to a regular library or libraries, and sent from there as interlibrary loans 
if requested. From a cost viewpoint, every title in the MOD collection must 
be in some demand in order to justify its shelf space. 

0 The possibility of working out a "McNaughton Plan" arrangement with a 
vendor should be investigated, to obtain some credit on discarded books, 

0 Duplication of each title should be held to the minimum necessary to 
respond to requests without undue delay. 

0 The heavy emphasis on "popular" recreational reading by present MOD 
centers should be questioned; regular libraries of Washington State report 
that about half the^irculation is in non-fiction titles, and it can be 
assumed that MOD users will follow the same pattern. 

0 Manual files in any MOD operation should be kept to a minimum. Reserve 
procedures and overdue routines are two area where simplification should be 
emphasized. Permissive borrower rules can ease the overdue and fines problem. 
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Staffing pattern should permit some-day response to all requests for 
on-shelf items. 

Utilization of professional librarians should he minimized; the work of 
the MOD center can be accomplished largely or entirely by non-professionals. 

> Once MOD service is established in an area, follow-up efforts should 
promote the full gamut of services available from local libraries — or, in 
unserved areas, promote the development of local library service. 

} Further investigations are needed in such areas as analysis of user 
needs, vendor services, alternatives in catalog production, collection analy- 
sis, optimum number of duplicate copies per title, evaluation of marketing 
techniques. 

} Provisions should be made for on-going evaluation of the MOD operations, 
utilizing and adapting the model constructed for this study as well as more 
conventional techniques. 
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EXHIBITS 



Exhibit 1 
CIRCULATION AND COST COMPARISONS 



Monthly Cost per 

Library Circulation Circulation 

Wyoming County Library 1,761 .73 

System* New York 
(1972 figures) 

North Central Regional 8,132 .61 

Library, Washington 
(1972 figures) 

Dodge County Library* 229 .60 1 

Wisconsin 

(1972 figures) 

Vermont State Library 3,233 .68 

(July 1972 - March 1973) 

Bur Oak Library 1 ,990 ,65 

System, tlllnlos 

(June 1971 - December 1972) 

Corn Belt Library 930 .8? 

System, Mllnlos 
(April - December 1972) 

Rolling Prairie Library 1,275 .63 

System, 1 1 1 tnlos 
(February - December 1972) 



Source: 

Hu, Teh-wel, Bernard H». Booms, and D. Lynne Kaltrelder. 
A Benefit-cost Analysis of Bookmobiles vs. Books-by-Mall 
In Pennsylvania . Tables 6. 12. 

l Ho special collection or staff 



ERIC 



48 



£2 



C vD 



CM 



C 

> 

c 
c 
0) 



fD 



Q 
0) 
C 

o 
c 



3 



"8 

a 
*o 

8 
8 

O 



V 



o 



3 
o 



8 



<0 



7 



LU 

a 



o 



< 

LU 



v 



V 

O 



V 



* 



i — i — r 



i — i — i — r 



P * 



* 



<0 



v 



t 

> 



V 



0 



0 



t — r 



O 
LA 



O 



O 



O 
O 



o 

o 



o 

CO 



o 



o 

vO 



O 
LA 



O 



o 



<A 



0) 



c 
o 



0) 

a 

o 



o 
o 

L_ 

0) 

> 



o 
o 
o 
o 



o 
o 
o 

0^ 



o 

. o 

8 



o 

i o 



o 

o c 



o o 
o u 



O 3C 



o 
o 
o 
fA 



o 
o 
o 

CM 



O 

. o 
o 



l — I — r 



o o 

CM — 



9 

ERIC 



49 



Exhibit 4 



WASHINGTON STATE 
PUBLIC LIBRARY CIRCULATION OF 
FICTION Vs NON-FICTION 
IN 1972* 



LIBRARIES SERVING: CI R " RAL C , 0UN J! ES , P , URBAN COUNTIES 

Fiction Non-ftctlon Fiction Non-flctlon 

Over 100,000 population 52.9% 47. 1% 47.2% 52.8% 
(5 libraries) 

25,001 to 100,000 population 48.5% 51.5% 54.8% 45.2% 
(3 libraries) 

5,001 to 25,000 population 56.8% A3. 2% 57.2% A2.8% 
(17 libraries) 

Under 5,000 population 68.5% 31.5%** 48.3% 51.7% 
(31 libraries) 

GRAND TOTALS 55.9% 44.1% 48.4% 51.6% 



* Many libraries do not maintain separate circulation 
records for fiction and non-flctlon. These statistics 
represent 56 of the 8l public libraries reporting to 
the State Library. (Missing are 7 of 12 In over 
100,000 category; 4 of 7 In 25,001 to 100,000 category; 
1 of 18 In 5,001 to 25,000 category; and 13 of 44 In 
under 5,000 category.) 

** Although not Investigated, It can be assumed that In 
many Instances, higher circulation of fiction In the 
rural counties reflects an Inability to purchase a 
wide variety of titles to keep a non-flctlon collect- 
Ion current. 
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Exhibit 7 

ALLOCATIONS FOR OPERATING EXPENDITURES, 1973 



Salaries 

and 
Benefits 

57* 



Postage 
IMS 



Books 
14.6* 



Suppl les 

1% 



Catalogs 
6* 



$1 .00 - 



— .90 — 



.80 — 



.70 — 



— .60 — 



.50 — 



,40 — 



30 — 



.20 



— .10 — 

Mlsc 
^.006* 



Salaries 

and 
Benefits 
41.7* 



Postage 
13.2* 



Books 
25.6* 



Suppl ies 
^.7* 



Catalogs 
9.7% 



Mlsc 
6.1* 



$1.00- 



— .90 — 



.80 — 



— .70' 



.60 — 



.50 — 



.40 — 



.30 — 



.20 — 



.10 — 



Mlsc 
1* 



Salaries 

and 
Benefits 
51.1* 



Postage 
14.4* 



Books 
16.7* 



Suppl les 
7.9* 



Catalogs 
8.9* 



NORTH CENTRAL 



KING-PIERCE 



SPOKANE 
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Exhibit 7a 
ALLOCATIONS FOR START-UP EXPENDITURES* 



Suppl ies 

Catalogs 

Equipment 
Travel: .85% 
Oth&c 



Staff 
28.6% 



Postage 
6% 



Books 
51.58% 



3.91% 



M5* 



1A7%_ 



2.66% 



■$1 .00 



.90 



,80 



.70 — 



— .60 — 



.50' 



— .30— 



.20 — 



.10 — 



Staff 
i*2% 



Books 
31% 



Suppl Ies 
5% 



Catalogs 
11% 



Equipment 
9% 



Postage - Mailers 
1% 



Travel: 1% 



NORTH CENTRAL 



SPOKANE 
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^Remodeling costs not Included. 
Klng-Plerce expenditures not Included because of 
Incompatible figures. S6 
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Exhibit 19 



PROJECTED URBAN/RURAL CIRCULATION 



RimAi NUMBER OF STAR 
rAMMTicc AND RURAL ROUTE 
COUNTIES DELIVERIES 


URBAN 
COUNTIES* 


NUMBER OF STAR 
AND RURAL ROUTE 
DELIVERIES 


Adams 


1,062 


Clark 


10,174 


Asotin 


867 


King 


19,753 


Benton 


2 ,924 


Kl tsap 


12,361 


Chelan 


3,631 


Pierce 


16,689 


Clal 1am 


5,111 


Snohoml sh 


19,234 


Columbl a 


400 


Spokane 


11,033 


Cowlitz 


5,677 


Thurston 


11,047 


Douglas 


356 


Whatcom 


10,992 


Ferry 


373 


Yakima 


12,269 


Franklin 


1,114 




Garfield 


411 






Grant 


3,236 


*Urban defined 


as "a part of, 


Grays Harbor 


4,298 


or easily accessible (geo- 


Island 


4,424 


graphical 1y) 


to major urban 


Jefferson 


1,279 


centers." 




Kittitas 


2,426 






Klickitat 


1,461 






Lewis 


6,594 






Lincoln 


1,159 






Mason 


4,064 






Okanogan 


2,934 






Pari f 1 c 








Pend Orel 1 1e 


1,055 






San Juan 


1,093 






Skagi t 


9,073 






Skamania 


750 






Stevens 


3,037 






Wahkiakum 


787 






Walla Walla 


3,253 






Whl tman 


2,985 






TOTALS 


77,630 




123,552 


CIRCULATION RATIO 7.0 




3.1 


PROJECTED 
CIRCULATION 


543,410 




383,011 


PROJECTED 

TOTAL CIRCULATION 


926,421 





■ 



PROJECTED CIRCULATION 

TO 50,841 INDIVIDUALS 75,000 



TOTAL PROJECTED CIRCULATION 1,001,421 
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Exhibit 21 



MAIL PATTERNS TO AND FROM ADDP.I SSES FAST OF CASCADE MOUNTAINS 
AND TO AND FROM ADDRESSES WEST OF CASCADE MOUNTAINS 

EAST 01" CASCADE MOUNTAINS 



ft rwi CerUe r r i tn I'll i mi 



100 - 
90 - 
80 - 
70- 
60 - 



s 50 

I »rf>J 

U 
0. 

30 - 
20 - 
10 - 




North Central 
Klng-Plerce 
Spokane 



1.3 

M 
1.1 



0./ 
0.8 
0.3 



1 1 1 1 I 

2 3 k 5 6 
Number of days 



J'Cr 

70 H 



•5 '* 



w 50 
§ *0 



30 
20 
10 
0 




North Central 1.6 1.0 
King-Pierce 2.7 I . 
Spokane 2,2 1.0 



x * North Central 
o * Klng-Plerce 
• » Spokane 



i i 1 1 1 i 1 

2 3 1* 5 6 7 8 
Number of days 



WEST OF CASCADE MOUNTAINS 



From Centers to Patrons 



Prom Patron to Center 



100 - 
90- 
80- 

| 60- 
u 

c 

8 40 
30 
20 
10 -I 




North Central 2.1 0.7 
Klng-Plerce 1.6 0.7 
Spokane 2.3 0.8 



Number of days 



loo n 

90 
80 - 
70- 
60 - 
SO- 
kO 
30 - 
20 - 
10 - 
0 




North Central 3. 1 1.7 
Klng-Plerce 2.1 1,1 
Spokane 2.9 1.0 



x * North Central 
o « Klng-Pterce 
• * Spokane 



2 3 5 6 

Number of days 
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Exhibit 23 



PRESENT MAIL OROER OPERATIONS AND 
PROJECTED STATEWIDE OPERATION 





North 
Central 


King- 
Pierce 


Spokane 
County 


Statewide 
Projections 


Total Annual Circulation 


109,415 


68,823 


29,910 


1,001,421 


Number of Households 
Receiving Catalogs 


15,624 


28,000 


8,000 


201,182 


Number of Individuals 
Receiving Catalogs 


— 


— 


— 


50,000 


Total Number of Addresses 
Receiving Catalogs 


— 


— 


— 


251,182 


Total Annual Orders 


19,505 


12,804 


5,191 


178, 832 1 


overage Nurnuer or 
1 terns per Order 


5.6 


5.3 


5.8 


5.6 


iota i Annua l 
Packages Hat led 


34,489 


23,657 


6,229 


312,668 


average Number ot 
1 terns per Package 


3.2 


2.9 


4.8 


3.2 


Full Time 
Equivalent Staff 


6.0 


M.25 


1.25^ 


- 3 


Annual I terns per 
c mp i oy e e 


18,236 




1 7,59^ 


— 


Area for Mai 1 
Order Operations 


!81»6 sq ft 


1950 sq ft 


500 sq ft 


Shelving 5000 
Staff 50 sq ft 


Expenditures 


$69,489 


$98,162 " ,5 


$ 14,006 




Cost per CI rculat ion 


$ .635 




$ .47 2 




Titles Held* 


2,000 


3,601 


1,298 


2,500 


Volumes Held 


V»,389 


51,679 


10,308 


212, 500 7 



sq ft 
each 



households: 165,432; Individuals: 13,400 

2 Spokane utilizes regular staff as available for mall order operations 

3 FI f ty-f Ive (55) based on North Central work flow; later reduced by 
simulation results to 36 

'♦King - Pierce handles both films and cassettes which are more time- 
consuming and expensive than printed materials 

includes three year amortization of remodeling costs 

includes all types of materials 

7 Average of 85 copies per title 
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Exhibit 24 

ON-GOING EXPENDITURES AND PRESENT MAIL ORDER OPERATIONS (1973) 





North 


King- 


Spokane 




Central 


Pierce 


County 


Salaries and 
Benef i ts 


$39,539 


$40,901 


$ 7,160 


Books 1 


10,159 


25,094 


2,340 


Supplies 


861 


3,613 


1,104 


Postage 2 


10,39* 


13,000 


2,016 


Catalogs 


4,068 


9,522 


1,252 


Physical 
Facility 


3,599 


4,704 


n.a. 


Miscellaneous 


408 


1,328 


134 


Totals 


$69,^89 


$98,162 


$14,006 



Books only 

: See Exhibit 25 for average cost per package 



Salaries - 
No. Staff 

Book 

Expend! tures - 
Ct rculation 

Supp 1 les _ 
CI rculation 

Postage _ 
No. Packages 

Cost per 
Catalog 

Miscel laneous 
Costs _ 
Ct rculation 

Facl llty Costs 
CI rculation 



North 
Central 

$6,600 



.09 

.04 
.30 
.054 

.004 

.03 



Exhibit 25 

WORKING RATIOS 

Klng- 
Pierce 

$9,624 

.36 

.05 
.55 
.054 

.09 

.07 

73 



Spokane 
County 

$5,728 



.08 

.04 
.32 
.128 

.004 

n.a. 



Statewi de 
Projections 

$7,000 
.075 

.04 
.30 
.045 

.004 

.03 



Exhibit 27 

COMPARATIVE ESTIMATED STAFFING REQUIREMENTS FOR MOO SERVICE 



____ Han Years 

Direct Service Total Including 
Configuration and Administration Support Functions 









_ n _ 

"B- 




1 . Serving all state: 










I Center 




29 




36 


2 Centers 




30 




38 

✓ ** 


East of Cascades 


10 




12 




West of Cascades 


20 




26 




3 Centers 




31 




*i0 


East 


10 




12 




West 1 


13 




18 




West II 


8 




10 




Centers 




32 




111 


East 


10 




12 




West 1 , N 


A 

0 




It 




West 1, S 


6 




8 




west i i 


0 
0 




1 0 




5 Centers 




33 




li 4 
^3 


East, W 


5 




6 

V 




East, E 


6 




8 




West 1, N 


8 




1 1 

i i 




West 1, S 


6 




8 




West II 


8 




10 




\k Centers 




1»2 




63 


II. Serving districts only: 








Asotin County 


1/2 




1 




Fort Vancouver Reg. 


3 




k 




King - Pierce* 


5 








Kitsap Regional 


3 








Mtd-Columbla Regional 


2 








North Central Reg.* 


3 








North Olympic Reg. 


2 








Sno-ls1e Regional 


k 








Spokane County* 


2 








Timber land Regional 


5 








Whatcom County 


2 








Whitman County 


I 








Yakima Valley Reg. 


2 








Totals 


3*» 1/2 




52 





*These figures differ from actual operations, since circu- 
lation Is posited on demographic figures and tasks on 
North Central Regional Library timings. 
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Exhibit 28 

ESTIMATED ANNUAL COSTS FOR MOD CENTERS SERVING STATE OF WASHINGTON 1 



Stltrlei 





and 
Benefits 


Books 


Suppl les 


Postage 


Catalogs 


Physical 
Facilities 


Hlfc 


Total 


Cost per 
Circulation 2 


1 Center 


$203,000 


$222,800 


$30,000 


$94,000 


$47,000 


$12,900 


$ 1,000 


$610,700 


.609 


2 Centers 


210,000 


222,600 


30,000 


94,000 


47,000 


13,000 


1,000 


617,800 


.616 


3 Centers 


217.000 


222,800 


30.000 


94,000 


47,000 


13,100 


1,200 


625*500 


.623 


4 Centers 


2 2 000 


222,800 


30,000 


94,000 


47,000 


13,200 


1,500 


632,500 


.631 


5 Centers 


231,000 


222,600 


30,000 


94,000 


50,000 


13,300 


2,000 


643,100 


.641 


14 Centers 


29*1,000 


222,800 


30,000 


94,000 


(0,000 


14,200 


3,500 


718,500 


.717 


Olstrlcts - not servln9 
all state 


245,000 


253,000 


22,900 


71,100 


61,600 


22,000 


7,800 


683,400 


.90f 



ESTIMATED ANNUAL COSTS FOR SERVING DISTRICT MOD CENTERS 1 





Salaries 

and 
Benefits 


Books 


Supplies 


Postage 


Catalogs 


Physical 
Facilities 


Mlsc 


Totals 


Asotin County 


$ 7,000 


$ 2,100 


$ 200 


$ 600 


$ 300 


$ 200 


$ 100 


$ 10,500 


Tort Vancouver Regional 


21,000 


16,700 


1,500 


4,700 


4,500 


1,600 


500 


50,500 


King - Pierce 


35,000 


43,800 


4,000 


. 12,300 


15,000 


3,800 


1.500 


115,200 


Kitsap Regional 


21,000 


14,000 


1,200 


3,800 


4,200 


1,300 


400 


45.900 


Hld-Columbla Regional 


14,000 


9,800 


900 


2,800 


1,500 


600 


400 


30,200 


North Central Regional 


21,000 


25,500 


2,300 


7,200 


3,8oo 


2,200 


600 


62,600 


North Olympic Regional 


14,000 


12,200 


1,000 


3i400 


1,700 


1,100 


400 


33.800 


Sno-lsle Regional 


28,000 


32,000 


2,900 


9,000 


8,300 


2,800 


1,000 


84,000 


Spokane County 


14,000 


12,300 


1,000 


3,500 


4,000 


1 ,100 


400 


36,300 


Tlmberland Regional 


35,000 


52,100 


4,700 


14,700 


9,400 


4,400 


1.300 


121,600 


Vhetcom County 


14,000 


11,700 


1,000 


3,300 


3,500 


1,100 


400 


35.000 


Whitman County 


7,000 


7,100 


1,000 


2,000 


1,000 


600 


300 


19, C00 


Yakima Valley Regional 


14,000 


13,700 


1,200 


3,800 


4,400 


1,200 


500 


38,800 


Totals 


$245,000 


$253,000 


$22,900 


$71,100 


$61,600 


$22,000 


$ 7.800 


$683,400 



^Assuming central purchasing, processing, and catalog production and mailing 
Circulation estimates: alt-state - 1,002,720; districts - 758,200 
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Exhibit 29 



ESTIMATED ANNUAL WORKLOADS FOR SIMULATED CENTERS 
TO SERVE ALL STATE 



Volumes Added 

Configuration Addresses Circulation Orders Packages Per Year 



CENTER 


252,000 


1 ,002,700 


179,000 


313,300 


222,800 


CENTERS 












East 


64,600 


305,800 


54,600 


95,600 


68,000 


West 


187,500 


696,800 


124,400 


217,800 


154,800 


CENTERS 












East 


64,600 


305,800 


54,600 


95,600 


68,000 


West 1 


137,500 


448,000 


80,000 


140,000 


99,600 


West II 


50,000 


248,800 


44,400 


77,700 


55,300 


CENTERS 












East 


64,600 


305,800 


54,600 


95,600 


68,000 


West 1, N 


86,700 


260,000 


46,400 


81,200 


57,800 


West 1, S 


50,800 


188,100 


33,600 


58,800 


41,800 


West It 


50,000 


248,800 


44,400 


77,700 


55,300 


CENTERS 












East, W 


28,900 


132,100 


23,600 


41,300 


29,400 


East, E 


35,700 


173,700 


31,000 


54,300 


38,600 


West I, N 


86,700 


260,000 


46,400 


81 ,200 


57,800 


West 1, S 


50,800 


188,100 


33,600 


58,800 


41,800 


West 1 1 


50,000 


248,800 


44,400 


77,700 


55,300 


i CENTERS 












Average load 


18,000 


71,600 


12,800 


22,400 


16,000 



9 
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Exhibit 30 



ESTIMATED ANNUAL WORKLOADS FOR MOD SERVICE 
IN DISTRICT LIBRARIES 



Volumes Added 



District Library \ 


Addresses 


Circulation 


Orders 


Packages 


Per Year 


Asotlrt County 


M,074 


6,400 


1,100 


2,000 


2,100 


Fort Vancouver Regional 


14,452 


50,100 


9,000 


15,700 


16,700 


King - Pierce 


48,793 


131,500 


23,500 


41,100 


43,800 


Kitsap Regional 


13,949 


40,700 


7,300 


12,700 


14,000 


Mfd-Columbla Regional 


4,805 


29,400 


5,300 


9,200 


9,800 


North Central Regional 


12,406 


76,500 


13,700 


24,000 


25,500 


North Olympic Regional 


5,658 


36,600 


6,500 


11,400 


12,200 


Sno-lsle Regional 


27,366 


96,200 


17,200 


30,100 


32,000 


Spokane County 


12,883 


37,000 


6,600 


11,600 


12,300 


Timberland Regional 


31,087 


156,400 


27,900 


48,900 


52,100 


Whatcom County 


11,625 


35,000 


6,300 


10,900 


11,700 


Whitman County 


3,232 


21,300 


3,800 


6,700 


7,100 


Yakima Valley Regional 


14,319 


41,100 


7,300 


12,800 


13,700 


Totals 


197,611 


^58,200 


135,500 


237,100 


253,000 
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APPENDICES 



APPENDIX A 



REPORT OF ON-SITE VISITS TO 
MOD CENTERS IN WASHINGTON STATE 



ACCOUNT OF VISIT TO KING-PIERCE COUNTIES' MAIL ORDER PROGRAM* TACOMA. 
17 OCTOBER 1973 

In 1971, funding was requested from the State Library for initiating a 
mail order delivery system, but not received because funds were unavailable 
at that time. In 1972, the Pierce County Library and King County Library 
System established a joint service on their own, beginning operation in May 
1972 . This is an effort to serve people who cannot meet bookmobile schedules 
and/or are housebound. Pierce County is responsible for the operation, with 
reimbursement from King County for the service there, Mailings of the cata- 
log are selective, to rural route boxes and the homebound. The mail order 
service does not in general reach into the incorporated areas covered by the 
municipal libraries in Seattle and Tacoma. Pierce County serves about 15,000 
households with the mail order service; King County, about the same, The 
mail order budget is $120,000* 

The collection includes 2,500 to 3,000 paperbacks, 150 hard cover large 
type books, 250 films, 400 cassettes, and 15 to 20 magazine titles. The 
chief vendor used is a paperback jobber in Seattle; selection is based chiefly 
on flyers from paperback dealers. No weeding routine has yet been developed. 

The catalog is printed and mailed by a local printer*, annotations are 
written by library staff. It was not possible to use the North Central 
Regional Library's mail order catalog, since some of the books listed were 
no longer available for purchase. The order card for each catalog is color- 
coded, so that response can be assessed. There seemed to be some concern that 



A-80 



extensive demand not be encouraged, since finances limit the ability of the 
system to respond to requests. Ambivalence was apparent, with a strong urge 
also present toward building circulation, 

A package answering a patron request contains books, catalog supplements, 
blank order cards, return address label, stamps and paper tape for reclosing 
the bag. Each bag serves for one to six round trips. Most requests are 
handled on the day received, except for interlibrary loan or in times of peak 
seasonal loads. Catalogs are mailed out in frequent batches rather than all 
at one time; this helps to even out the load of requests, A new catalog is 
printed about every five months, so that several will be in various stages 
of mailing to various segments of the service area at any one time. The 
operation can handle fifty requests per clerk per day, including shelving 
returns, maintaining card files, handling overdues, keeping statistics, etc. 
Staff includes three clerks, a part-time high school student, and a librarian 
as head of the flection. The largest backlog ever encountered was about 200 
requests, after a large mailing of a catalog; spreading of mailings has alle- 
viated this problem. The day's routine starts with handling of back orders 
from the previous day, then opening the incoming mail, shelving books, sorting 
and tabulating orders, assembling books to be mailed out, packaging and 
turning over to post office, recording cassettes, inspecting, cleaning, and 
checking films. Mail arrives once a day, in the morning, and goes out once, 
in the afternoon. 

The on-site visit offered some evidence that the staff was not pressed 
to keep up with the operation. Indeed there seemed to be a proliferation of 
files which might be the result of an overabundance of staff time. The system 
seemed to be smoothly run and the service is reaching people who could not 
otherwise be served by a library. 




ACCOUNT OF VISIT TO NORTH CENTRAL REGIONAL L1RRARV r WFNATCHEE, 1ft OCTOBER 1 07^ 

The mail order delivery service at North Central Regional Library was a 
pioneering effort and has received national attention for its leadership in 
exploring a new avenue of library services. The operation was begun in 1968 
as an attempt to equalize library access to all communities throughout the 
nearly 15,000 square mile region served by North Central; start-up costs were 
funded through a Library Services and Construction Act grant. It Is viewed as 
an integral part of the service complex, offering supplemental service where 
branch library hours and location are not convenient to would-be patrons. 
The region had three bookmobile centers which have been phased out since 
establishment of the mail order system; the bookmobiles proved more expensive 
per circulation and users found mail order a more convenient method. 

Originally offered to only one county as a pilot test, the mail order 
delivery has gradually been expanded to cover all five counties in the North 
Central region. The population in this area is almost entirely rural in com- 
position, with patrons living up to 100 miles from a branch library which may 
be open only 20 hours a week. The catalogs are mailed to 15,000 rural route 
and post office boxholders; each receives three catalogs a year plus flyers 
when they receive materials. Circulation is still growing steadily and it 
is the opinion of the staff that this trend can be continued almost indefinitely 
with suitable marketing techniques. These techniques include good annotations 
in the catalogs, illustrations accompanying some annotations, wide distribu- 
tion of catalogs, information to patrons on non-listed books being available, 
response to reference questions, etc. Indeed, with circulation growth in a 
given area, mail order service has proved to be a forerunner of new branch 
libraries in that it encouraged demand and interest* in establishment of a 
local in-library service. 
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The staff's daily routine begins with unpacking the incoming mail and 
shelving returned books. Then order cards are sorted, with non-catalog- 
listed items referred elsewhere, books are pulled from the mail order col- 
lection shelves, back orders are filled (cued by. a notice on the shelf at 
re-shelving time), and packaging and delivery to the post office are com- 
pleted by 3j 30 p.m. The operation employs no professionally-trained li- 
brarians but the head of the operation is very able and brings much energy, 
dedication, and extensive library experience to the job, 

As observed, the operation seemed very efficiently run and looked highly 
professional in that it was serving well the purpose for which it has been 
designed. 



*During the course of this study, the Walla Walla County Library Board con- 
tracted with the North Central Regional Library to provide MOD service to 
the rural residents of Walla Walla County. 
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ACCOUNT OF VISIT TO SPOKANE COUNTY LIBRARY, SPOKANL, 19 OCTOBER 1973 

This mail order operation was begun in Jnnuary 1971 with Library Services 
and Construction Act funding; catalogs were sent to nursing homes. In Septem- 
ber 1971, 7,500 catalogs were mailed to people in the service area and in 
four surrounding counties who received Old Age Assistance and Disability 
Assistance. A later mailing included recipients of Aid to Families with 
Dependent Children. In November 1972, catalogs were mailed to a general 
group of rural route and post office boxholders; at the time/ of the interview, 
catalogs were reaching 8,000 households. The catalogs which were mailed to 
AFDC families resulted in increased juvenile circulation, though the titles 
in the collection are less than 10 percent juvenile. It was discovered that 
many nursing home patrons have difficulty reading the small print contained in 
paperbacks, and large type books were added to the mail order collection for 
them, A special catalog for large type books is produced quarterly and the 
large type collection is maintained by a standing order system. The paper- 
back collection now has over 1,000 titles, with about twenty a month added and 
a few deleted. There are 400 large type titles. The paperback collection is 
75 percent fiction. Extra copies of highly popular titles are acquired 
locally as reserve lists pile up. It was estimated that there is a six-week 
lag between publication of a paperback title and its being available for 
circulation in Spokane's system. 

Mail order service is viewed as building use of libraries in general. 
Some MOD books are returned to branch libraries, thereby bringing new patrons 
into the library. It is felt by the Spokane staff that MOD has contacted a 
whole segment of previous non-users. 




The Spokane County Library's mail order delivery service is operated 
highly informally, the work almost fitting into the interstices of the staff's 
other tasks. While this results in a seemingly low-cost operation, it also 
means that the traffic through the system is held at a low level, lest the 
staff time available be overtaxed. The people responsible for the operation 
are dedicated to the service, convinced that they are reaching a group of 
users heretofore unable to access library materials. 
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COMMENTS ON OBSERVED PROCEDURES 



Collection 

Data were gathered on collection-building and -maintenance activities. 
The quality of the collections was not weighed except as the materials 1 
attractiveness to users is directly reflected in circulation figures. It is 
assumed that a strong effort is made to select books and other materials 
which will draw high use; a collection of 2,000 titles of which 1,500 are 
represented by at least one circulation at any given time is obviously a 
much more successful, much more cost-effective operation than one of 3,000 
with only the same 1,500 titles in use, Since the listing of titles in the 
catalog is limited by printing costs, it is necessary to maintain a highly 
current, heavy demand collection. Experience has shown that a series of four 
catalogs a year, with each catalog sent in small weekly batches to different 
routes, will smooth out the demand so that orders arrive at a fairly even 
rate. And a catalog of about 500 titles seems suitable in terms of cost and 
in the variety of materials that can be offered to patrons. Thus, in a given 
year 2,000 titles might be listed, with a gradual weeding of the non-used 
titles and steady additions of new and popular titles as they are published. 
These latest additions are listed in short flyers which are tucked into out- 
going orders so that active users will have prompt access to new acquisitions. 
Therefore, the collection at any one time might contain between 2,000 and 
2,500 titles. 

Staff members of the existing centers in Washington felt that book 
selection, annotation, and catalogs must be tailored to the clientele of each 
area. It appears to the investigators that the similarities among libraries, 
areas, and clientele are much greater than the differences; MOD centers could 
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be almost identical throughout the state. Book selection and catalog prepara- 
tion are among the more enjoyable tasks of the MOD operation, and each center 
would be reluctant to give up these functions. However, if the service is to 
be offered to the entire state, administrative decisions on that level should 
be based on best cost and service factors. In fact, it may well be feasible 
and most economic to purchase the annotated catalogs along with the books 
from a responsible vendor. It has not been within the scope of this study to 
analyze vendors 1 services, but it seems highly probable that with the pros- 
pect of servicing such a large-scale annual purchase, a major vendor would 
set up a special staff and offer selection, processing, annotation, and cata- 
logs at a cost below that which could be achieved in-house at a MOD center. 
Arrangement might also be made for the lease-purchase of materials (as 
McNaughton Plan from Bro-Dart) wherein after a certain time books still in 
good condition can be returned to the vendor and a portion of the price 
credited toward lease/purchase of newer materials. 

The MOD catalog should strongly emphasize the availability of materials 
other than those titles listed in the catalog. MOD staff members state that 
heavy readers promptly read out a catalog, and flyers became their major 
resource until the next catalog arrives. Since titles in the flyers will 
be incorporated in the new catalog, the chief gain for the MOD operation is 
to have spread demand for the new titles over a pre-catalog period. These 
heavy readers will have read many titles from the next catalog, and will ex- 
haust its listings even more quickly; they must be urged to request non- 
listed titles. This category of patrons has always been dissatisfied with 
bookmobile service because of the limited selection available; MOD can offer 
more titles but wider resources must be accessed in order to achieve satis- 
faction. 
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A report from the North Central Regional Library states: 

"During the first year or two of the program, orders for non- 
catalog items represented a surprisingly small percentage of 
the total. However, between 1969 and 1972, orders for non- 
catalog items increased at a rate 40 percent greater than the 
CpercentageD increase in circulation." 

The response, at first tentative, grows rapidly as users find that 
their requests for non-listed items are filled. Each of these requests 
will be more costly than a regular MOD request, since they must be referred 
to a regular library rather than filled by a book off the ROD shelf. But if 
library service is the goal, then the total resources of all libraries must 
be available to supplement the MOD catalog. 

Staff Procedures 

It is strongly recommended that manual files in any MOD operation be 
kept to a minimum. For example, the subject file which was being constructed 
in one of the centers visited is of most questionable value in this type of 
non-cumulative collection. Subject requests can and should be referred to a 
regular library where search tools are already in existence. 

The routines for handling reserve books should be so simplified that mini- 
mal files are maintained, A possible procedure is to place the list of waiting 
patrons in the shelf space where the title will be shelved on return, so that 
no special files need be consulted but rather the existence of a reserve on 
the title will be automatically discovered at reshelving time. 

Another policy which can result in considerable savings in staff time is 
to ignore overdues. Even where there are reserve lists for the title, the 
original date due slip can be sent out with the notation "Others are Waiting" 
so that a higher probability of a considerate response can be expected without 
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followup. Experience in the North Central Regional Library shows that a 
negligible number of books are never returned — and their value does not 
begin to justify the expenditure of staff time on routine overdue notices. 
Renewal procedures also could be greatly diminished by relaxing emphasis on 
due dates, though there will be some conscientious patrons who will desire 
renewals as the due date is passed. 

Data on times for processing and quantities of requests were provided 
by each of the three centers. In general there seemed to be no major dif- 
ferences in the three operations, or the times for work. 

Some gross figures could be derived by relating annual circulation 

figures to number of full-time-equivalent staff. This gave the following 

production figure per employee: 

Items per employee Items per employee 
per year per day 

North Central 18,326 73 

King-Pierce 15,294 61 

Spokane County 17,594 70 

The King-Pierce rate can be at least partially accounted for by the fact that 

in that operation a sizeable proportion of films and cassettes are distributed. 

Costs 

It was hoped that a gross rule of thumb for costing could be derived 
from the experience of the three centers. However, while the cost-per-circu- 
lation does hover around the $ .60 to $ .70 range as shown in Exhibit 2, the 
rate of circulation is several orders of magnitude less than an all-state 
operation would be expected to carry. This cost rate should probably be con- 
sidered a maximum, since costs per catalog and per title can be expected to 
drop in a larger operation. 
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Policy 

Observations in the three extant MOD centers of Washington State re- 
vealed considerable ambivalence towards expanding the programs to include 
new categories of users or to the entire service area, due to possible work- 
load consequences of inviting or enticing the maximum number of readers to 
request their offerings. Since the raison d'etre of libraries is to provide 
materials to readers, everyone in the centers was pleased at the reader 
response to their service. But it seems obvious that none of the three is 
pushing towards all-out expansion of service as a result of policy decisions 
concerning the role of Mail Order within the system, or because of staff 
limitations. There probably exists a sizeable number of unserved indivi- 
duals and households in these supposedly MOD-served areas. Furthermore, the 
way to reduce cost per circulation is to increase the circulation, since a 
certain proportion of the costs remain relatively fixed no matter what the 
traffic of requests. 

There is a possibility that the two MOD centers serving populations 
near or in major urban centers will never be able to build circulation to 
the point of economy of scale, since the proportion of the population which 
cannot go to a library is much lower than in the rural area served by North 
Central. It is also more expensive to reach an individual in the Urban area 
who needs MOD service, In a rural area catalogs can be bulk mailed to "Rural 
Boxholder" at a much lower postal rale than individually addressed mail for 
the elderly and housebound in cities, which is also more expensive in staff 
time for addressing. Sending catalogs to all city "Occupants 1 * seems, on the 
basis of present information, overcostly for the number of circulations it 
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is likely to produce. In any case, none of the three centers seem to be 
putting full effort into increasing circulation, because of the probabilii 
that circulation will grow beyond their capacity or funds to handle it. 
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HULING TIME TEST 



APPENDIX B 



(Number of days in mail from Mail Order Catalog 
centers to addressee and return to centers) 



MONDAY WEDNESDAY FRIDAY 
OCTOBER 29. 1973 OCTOBER 31, 1973 NOVEMBER 2, 1973 



ADDRESSEE 


NORTH 
CENTRAL 

CO 50 

ft ft 

g 


KING- 
PIERCE 

CO 30 

1 1 


SPOKANE 

CO 50 
ft ft 

1 I 


NORTH 
CENTRAL 

CO 50 
ft ft 

3 


KING- 
PIERCE 

CO 50 

a 


SPOKANE 

KA 50 

I 


NORTH 
CENTRAL 

CO 50 
ft ft 

a 


KING- 
PIERCE 

3 I 

3 


SH)KANE 

£ 50 

a 


BELLEVUE 
♦(98006 - 


• Seattle) 


2 


3 


1 


2 


2 


4 


2 


2 


2 


2 


2 


3 


3 


2 




9 
ft 


1 0 
X ft 


BELLING HAM 
(98225 - Everett) 


3 


7 


2 


2 


3 


3 


2 


4 


2 


2 


2 


' 2 


3 




o 


i 

A. 


o o 


BELLI NGHAM 
(98225 - Everett) 


3 


3 


2 


2 


3 . 


3 


3 


3 


2 


2 


** 


** 


** 


** 


4 


O 
0 


X o 


BREMERTON 
(98310 - 


Tacoma) 




2 


I 




3 


3 


o 

ft 


9 


9 


9 


o 


O 
ft 


o 

o 


9 
ft 


0 


1 


A * 1 


CHENEY 
(98004 - 


Spokane) 


1 


2 


2 


4 




2 


2 


2 


2 


9 


9 


9 
ft 


i 

A. 


1 
A. 


A 
1 


A 
*t 


1 i 


CWRKSTON 
(99403 - 


Lewiston) 


1 


1 


2 


2 




2 


1 


4 


2 


3 




A 
■t 




2 


o 


9 
ft 


ft A 


COLFAX 
(99111 - 


Spokane) 


2 


1 


2 


1 




4 


2 


2 


2 


3 




3 


O 


i 

A. 


o 


*4 


1 X 


EVERETT 
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Everett) 


1 


S 


1 


2 




2 


1 


3 


1 


3 


1 


3 




2 






1 9 
1 ft 


KENNEVICK 
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Pasco) 


1 


1 


1 


6 




2 


1 


3 


2 


2 




3 


3 




w 


o 


1 9 
1 ft 
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(98826 - Venatchee) 


1 


1 


1 


1 




1 


1 


3 


2 


2 


2 


2 




i 
ft 


o 




1 1 

A. A. 


LIBERTY LAKE 
(99019 - Spokane) 


1 


1 


2 


4 




1 




3 


9 




i 

A. 


o 


i 
a. 


i 

A. 


o 
o 


Q 

o 


1 O 
1 ft 
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4 


5 


1 


1 


2 


3 


2 
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o 
o 
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ft 


** 


O 


1 
X 


1 
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0LYMP1A (Rural Route) 
(98502 - Olympia) 


1 


1 


1 


1 
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i 

A. 


o 
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A. 


u 
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ft 
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1 


o 
ft 


1 
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ft 


3 2 
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2 


7 


1 


2 


3 


4 


2 


3 


1 


4 


2 


3 


3 


4 


3 


2 


3 9 


SEATTLE 
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5 


2 


5 


3 


3 


2 


3 


3 


2 


3 


4 


4 


5 


4 


5 


4 5 
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2 


1 


2 


1 


2 


4 


2 


3 


2 


2 


2 


8 


1 


3 


1 


2 


2 3 
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2 


1 


1 


1 


2 


2 


1 


3 


1 


3 


2 


2 


1 


1 


1 


1 


3 2 
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2 


1 
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5 


2 
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2 


1 
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3 


7 


3 


1 


3 2 
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1 
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1 
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1 


2 


1 
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2 
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1 


3 


1 


3 


3 


** 

1 


1 2 



♦(Zip Code - Mail Distribution Center) 
♦Information not received 
♦Response invalid 
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Washington 

...state 
library 
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October 29, 1973 



MEMORANDUM 

TO: Heads of Mail Order Programs for Pierce-King Counties, 
North Central Regional, and Spokane County Libraries 

FROM: Mary Jane Pobst Reedsrvt,^ 

RE: Testing of Mail Delivery Timings 



This is to outline procedures for the mall order delivery test that we discussed 
previously. 

Enclosed are: 

1. 60 instruction sheets with return forra--a different color is 
being sent to each mail order center, 

14 district plus 5 municipal libraries * 19 addresses, including 
your own director. 

19 x 3 mailings each » 57 mailing pieces 

2. a list of home addresses for 19 directors of libraries. 

Please send 3 mailings to each address, 1 on Monday, 1 on Wednesday, and 
1 on Friday, in any sequence of days beginning as soon as possible. 

Each mailing should consist of a bag containing a small book (to keep postage 
minimal), instruction sheet with return form, return label and stamps. 

Fill in the date of mailing on each return form. 

When you receive the return, please fill in date of receipt. 

I will appreciate receiving the return forms from you as soon as possible--say 
a week from your third mailing. Later return forms can be sent as they arrive. 

If you have any questions as to this procedure, please phone me. 

Thanks so much for your assistance. 

MJPRtrv 

enclosures: 60 instruction sheets with return form 
O copy of memo to directors 

ERJC fltamps--2x57»114 - 6c stamps 

Ha ™ a ™ list of addresses 



•dtt libriri 
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October 29, 1973 



MEMORANDUM 



10: District Library Directors and Directors of Seattle, Tacoma, Spokane, 
Everett, and Bellingham Public Libraries 

FROM: Mary Jane Pobst Reed 

RE: Mali Order Book Delivery Study: Preliminary Investigation of 
Postal Delivery Schedules 

You have received Maryan Reynolds r notification of our receipt of a grant for 
analyzing factors in design of a mail order delivery pattern which could serve 
all areas of the state. 

As a start, we want to get some sample timings on postal services. The rest 
of this memo describes that step. Then in November I plan to talk with each 
of you by phone if we need local information that cannot be derived from the 
annual statistical issue of the Library News Bulletin and other state agency 
sources. 
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In determining whether there should be one or more centers for statewide mail 
delivery service, and where it or they should be located, one major factor 
is length of time for postal service from point to point. While this factor 
is somewhat variable as the seasons roll and the postal system shifts patterns, 
atill ve can ascertain some general facts. 

As a first rough cut, we are proposing test mailings from the three present 
mail order programs to other points of the state. The present operations are 
chosen to minimize the extra effort, materials, and instructions which would 
be required for other libraries to send mailings; fortuitously, this gives us 
an eastern, a western, and a central location. For this first try, to keep it 
simple and test the technique, the addresses used will be home addresses of 
the library directors to whom this memo is addressed. This will avoid insti- 
tutional delivery patterns, and give us figures on residential delivery times. 
We will not be hitting far-out rural areas this time; that can come in a later 
phase If the technique looks promising. 

mm to pttmor. «*i togtottfore. tun ippcfci. Iftnr*. mi to dtlam tf to ftm rf MfegtM 
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(OVER) 



Memorandum - 2 



Each of you vill be receiving a total of nine mat lings-- three book bags from 
each of the three centers--to provide a representative sampling* Enclosed in 
etch bag will be a book, a return label, stamps, and a form for recording 
the day received by you, and day when you mall it back to the mail order library. 
Please fill In the dates, your name and addrass, replace the form and book in 
the bag* relabel and stamp the bag, and return promptly. Use of residential 
■tiling facilities rather than your library outgoing mall will be helpful. 

If you have any questions or comments, please phone me. 

Tour cooperation is appreciated. 

•*» 

copies: Linda Phillips, Head of mail order program Pierce- King County Libraries 

Boyden Brooks, " " " " " " North Central Regional Library 

Donna Woolard, " " " » Spokane County Library 



MJPR:rw 
enclosures 
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THIS IS A TEST MAILING RELATIVE TO THE STUDY ON 
MAIL ORDER DELIVERY OF LIBRARY MATERIALS 



PLEASE GO THROUGH THE FOLLOWING STEPS TO ASSIST IN OUR DATA COLLECTION: 

1, Immediately on receipt, fill in the information after number 2 on 
the form below. 

2. As soon as possible, return the bag, book, and form to the mail 
order center which sent it to you. Just before putting it in the 
mail: 

a. Fill in the information after number 3 on the form. 

b. Relabel and stamp the bag, insort form and book and close bag. 

c. If convenient, mail through a residential facility (postman, 
pickup at your home, corner postal collection box, or post 
office). 

Thank you, 

Mary Jane Pobst Reed 



TEST MAILING FOR MAIL ORDER DELIVERY STUDY 



I. Mailed from SPOKANE COUNTY LIBRARY 



Date 



2. Received by 

P.O.: 
Zip: 



Date 



3. Package mailed to Mail Order Center 



Date 



4. Received by Mail Order Center 



Date 



mjpr jrw 
10/29/73 
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APPENDIX C 

OUTPUT 

This appendix shows the workflow diagram for the generalized mail order 
delivery operation, program listings, and samples of computer output. Two 
sets of output ar*e shown here: the first is the result of the simulation of 
the present MOD operation at North Central Regional Library and the second 
is from the simulation of the operation of one MOD center serving the entire 
state of Washington. 

The first chart shows clock time at the top (the figure of 10560 is the 
product of 480 minutes times 22 days) and the block counts: current contents 
and total number of transactions put through each step, The facility statis- 
tics give the percentage of the total time during which that facility (worker 
or machine) was occupied in processing transactions. (Transactions in the 
present model are orders, books , and packages.) It is from this set of 
figures that staffing needs can be derived. The queue statistics show times 
that transactions stayed in specified stages of the model, The five fre- 
quency tables show a tabulation of transaction times required in various 
operations. Table 1 gives the frequency tabulation of times required. for 
opening packages and returning books to the shelves (one to three minutes 
for NCRL; one to eight minutes for all-state, indicating some time spent 
waiting in queue, while workers were busy with prior transactions), Table 2 
gives the frequency tabulation for times required to gather items to fill an 
order for titles listed in the catalog (one to forty minutes in each situa- 
tion). Table 3 shows the frequency distribution for processing reserve book 
orders, not including waiting time for books to return from another reader 
(one to fifty minutes for NCRL, one to seventy for all-state). Table 4 gives 
frequency tabulations for processing orders for titles not listed in the cata- 
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If ; ilu? rantfe is one to 170 minutes for NCRL, and up to 220 minutes for the 
all-state center. Table 5 shows the frequency distribution of times for 
readying packages for mailing (one to five minutes for NCRL and for all-state 
except for one errant package which required seven minutes). 

FUNCT IONS 

A chief difference between computer and mathematical modeling is that 
the mathematical approach is usually deterministic* Computer modeling per- 
mits probabilistic occurrences through the use of probability distributions 
which are expressed in functional relationships. These functions are acti- 
vated as needed in the program, at which time the function referenced will 
assign an appropriate value to the argument. In some cases, the calculation 
of this value includes the generation of a random number and further complex 
computations. 

Function FUN2 in the MOD simulation program represents a distribution 
of the number of items requested on each order card received. When in the 
simulation an order transaction is received, FUN2 is used to assign between 
one and ten items to this order. 

Function FUN3 establishes the nature of the items ordered: titles 
listed in the MOD catalog, titles not in the catalog (interlibrary loan candi 
dates), or titles in the catalog but on which there are such demands that 
there are reserve waiting lists. 

Functions FUN4, FUN5, and FUN7 assign times for processing each of these 
types of requests. FUN12 calculates the time necessary to open incoming 
packages and return books to their places on the shelves, FUNIS computes 
times for packaging books to send to patrons. 
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Tin 1 above functions x^elate to internal MOD center processing; the four 
GLN functions relate to the external demand on the MOD system. Function GENA 
relates to arrival of incoming packages — that is, if a certain number of 
packages is to be expected per year, then a function is set to input the re- 
quired number of package transactions in a given length of time from a proba- 
bility distribution. 

Function GENB computes the rate of incoming orders; GLNC the rate of 
receipt of requests for not-in-catalog items; and GEND the rate of requests 
received for reserve items. The mathematical definitions for these functions 
are not reproduced in the present report, since they vary with the specific 
simulation. 
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WORK FLOW DIAGRAM FOR COMPUTER SIMULATION 
LIBRARY-MAIL ORDER DELIVERY 
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